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VOORWOORD!
!
Op! een! mooie! zomeravond,! 16! augustus! 2011! vond! een! ontmoeting! plaats! tussen! Olaf!
Fisscher! en! Petra! de! Weerd)Nederhof.! Onderwerp! van! gesprek:! de! 65ste! verjaardag! van!
eerstgenoemde!in!juni!2012!en!zijn!daarmee!verbonden!emeritaat.!Olaf!gaf!te!kennen!dat!hij!
vond!dat!zijn!afscheid!vooral! in!het!kader!van!de! inhoud!zou!moeten!staan,!en!dan! in!het!
bijzonder! de! bedrijfskundige! vakgebieden! waar! hij! zich! in! zijn! academische! carrière! mee!
bezig!had!gehouden,!en!die!door!hem!via!zijn!eigen!rijke!invulling!van!organisatiekunde!en!
kwaliteitsmanagement! inhoudelijk! met! elkaar! waren! verbonden:! innovatie,!
maatschappelijke! verantwoordelijkheid,! creativiteit! en! ethiek.! Zijn! liefste!wens!was,! zo! zei!
hij,!een!special!van!ons!wetenschappelijk!tijdschrift!Creativity!and!Innovation!Management!
rond!deze!thema’s.!Maar!ja,!het!was!al!augustus,!en!dat,!verzuchtte!hij,!zou!gegeven!de!tijd!
die! normaal! gesproken! nodig! is! om! een! zogenaamde! Call! for! Papers! uit! te! zetten,!
inzendingen! reviewen,! reviseren,! weer! reviewen! en! dan! nog! publiceren! wel! niet! meer!
haalbaar! zijn! …! maar! daar! had! hij! toch! wel! buiten! zijn! gesprekspartner! en! zijn! andere!
collega)editors!gerekend!!Want!wat!Olaf!niet!wist!op!dat!moment!was!dat!er!al!op!18! juli!
een!e)mail!was!uitgestuurd!door!Jeannette!Visser)Groeneveld,!met!de!volgende!oproep:!!
!
From:! Visser'Groeneveld,! J.M.! (Jeannette,!MB)! !Sent:!maandag! 18! juli! 2011! 14:42!Subject:!
Special!CIM!special!
!!
Dear!members!of!CIM’s!editorial!board!and!associate!editors,!!
!!
As!you!may!know,!in!June!2012,!our!co'editor!Olaf!Fisscher!will!celebrate!his!65th!birthday.!On!
this!occasion!we!plan! to!publish!a! special! of!Creativity!and! Innovation!Management! in!his!
honour.!We!aim!to!do!this!in!two!ways.!
!!
First! of! all! we! would! like! to! invite! those! of! you! who! are! actively! engaged! in! the! type! of!
research! topics! which! form! the! central! themes! of! Olaf’s! career:! corporate! responsible!
innovation,! more! specifically! the! management! of! inclusive! innovation,! referring! to! the!
inclusion! of! social! responsibility! in! innovation! efforts.! Specifically! management! has! the!
responsibility!to!shape!an!open!space!to!create!and!guard!productive!dynamics!between!the!
(normative)!value!side!and!the!behavioral!side!of!business,!between!strategy!and!operation,!
between!narratives!and!practices.!You!can!find!more!information!on!Olaf's!career!below.!
Please2let2us2know2at2your2earliest2convenience2whether2you2would2like2to2submit2a2paper2
for2 this2 special2 in2 his2 honor,2 based2 on2 your2 current2 research.2 All2 papers2will2 go2 through2
CIMs2normal2reviewing2process.2The2deadline2for2full2paper2submission2is212OCTOBER22011!!
!!
Second,!we!will!invite!Olaf’s!PhD!students!to!also!submit!papers!for!this!special.!
!!
This!way!we!hope!to!get!a!rich!issue,!with!a!content!in!line!with!Olaf’s!own!school!of!thought,!
and!with!authors!that!shaped!and!coloured!his!academic!career.!
!!
We!look!forward!to!your!reactions,!and!of!course:!please!keep!this!as!a!surprise!for!Olaf!!!
!!
!4!
Als!guest)editor!voor!deze!special!nodigden!wij!Prof.!Ursula!Weisenfeld!uit,!uit!wiens!handen!
Olaf! in! de! zomer! van! 2009! een! eredoctoraat! van! de! Leuphana! universiteit! in! Lueneburg!
mocht!ontvangen.!Het!Juni!2012!nummer!van!Creativity!&!Innovation!Management!is!door!
de! samenwerking!van!ons!vieren!een!Olaf!Fisscher!waardige! special!geworden,!waarvan!u!
het! editorial! )! geschreven! door! Ursula!Weisenfeld,! Petra! de!Weerd)Nederhof! en! Klaasjan!
Visscher!)!en!de!inhoudsopgave!na!dit!voorwoord!aantreft!in!dit!boekje.!Alle!8!bijdragen,!van!
collega’s! van! deze! universiteit,! enkele! promovendi,! CIM! editorial! board! members! en!
internationale! wetenschappelijke! vrienden! van! Olaf,! zijn! speciaal! ter! gelegenheid! van! zijn!
65ste!verjaardag!gratis!te!‘downloaden’!van!de!website!van!het!tijdschrift!!!
!
Maar,!we!kregen!veel!meer!dan!8! reacties!op!onze!oproep.!De!allereerste!was! van!Pieter!
Terlouw,!die!voorstelde!om!een!aantal!zogenaamde!‘Practitioners!Insights’!op!te!nemen!als!
een!bijlage.!De!tweede!reactie!was!van!Antoni!Brack,!met!een!heel!speciale!boekbespreking.!
Toen!we!naar!aanleiding!van!deze!twee!voorstellen!besloten!om!een!speciale!bijlage!voor!de!
CIM!Special!te!gaan!maken!leidde!dat!tot!het!veelzijdige!en!diverse!boekje!dat!nu!voor!u!ligt,!
waarvoor! we! de! naar! onze! mening! toepasselijke! titel! “Innovation,! Social! Responsibility,!
Creativity,!Ethics,!and!Olaf!Fisscher”.!!
!
De!openingsbijdrage!is!van!de!hand!van!Olaf!zelf,!met!als!eerste!auteur!mede)editor!(en!ooit!
promovendus)!Klaasjan!Visscher:!samen!adresseerden!zij!al!eerder!het!onderwerp!van!een!
nieuwe! generatie! van! organisatie)ontwerp! theorieën,! die! meer! recht! doet! aan! de!
complexiteit! en! variëteit! van! de! context! en! contingenties! van! organisaties,! vanuit!
perspectieven!zoals!co)creatie,!reflectie)in)actie!en!bricolage.!Het!eerste!hoofdstuk!van!deze!
bijlage! is!daarmee!een!waardige!en! inhoudelijk! toepasselijke! start! van!dit!boek,!die!wordt!
gevolgd!door!een!bijdrage!uit!Manchester,!van!CIM)founding!editors!Susan!Moger!en!Tudor!
Rickards,!die!de!ontwikkeling!van! leiderschaps)vaardigheden! in!de!21ste!eeuw!behandelen,!
specifiek! gericht! op! het! omgaan! met! innovatie,! creativiteit,! bedrijfsethiek! en!
maatschappelijke! verantwoordelijkheid.! Daarbij! sluit! mooi! aan! het! eerbetoon! aan! Olaf!
Fisscher! van! Koenraad! Debackere! en! Bart! Van! Looy! van! de! Katholieke! Universiteit! van!
Leuven,! die! in! het! derde! hoofdstuk! de! morele! dimensie! van! innovatie! behandelen,!
gerelateerd!aan!een!van!Olaf’s!centrale!thema’s,!namelijk!het!verbreden!en!verdiepen!van!
ons!begrip!van!het!karakter!van!de!organisatie!van!innovatie:!Olaf!benadrukt!altijd!naast!de!
meer! rationele,! mechanistische! organisatorische! inzichten,! juist! de! complementaire!
menselijke! factor,!de!procesdynamiek!van!wat!hij!ook!wel! labelde!als! Inclusieve! Innovatie.!!
Dynamiek,! maar! dan! van! de! diversiteit! van! stakeholders! betrokken! bij! innovatie)adoptie!
staat! ook! centraal! in! de! bijdrage! van! Tim! Postema,! promovendus! van! UT! collega’s! Aard!
Groen!en!Koos!Krabbendam,!terwijl!Wim!van!Harten!(oud!promovendus)!de!invalshoek!van!
maatschappelijke! verantwoordelijkheid! en! integriteit! in! ziekenhuizen! belicht! en! relateert!
aan! kwaliteitsmanagement! en! innovatie.! Beide! inhoudelijke! bijdragen! geheel! in! lijn! met!
Olaf’s!eigen!filosofie!en!perspectief!op!hoe!de!organisatie!van!innovatie!hand!in!hand!moet!
gaan! met! de! innovatie! van! de! organisatie,! waarbij! altijd! de! systeem)technische! en! de!
sociaal)dynamische! kant! moet! worden! meegenomen.! Een! mooie! bijdrage! over!
transactioneel!leiderschap!volgt!dan,!van!de!hand!van!een!andere!oud)!promovendus!Janka!
Stoker!en!haar! collega! Floor!Rink,! en!een! inspirerende! reflectie!op! theorieën!en! trends! in!
kwaliteitsmanagement! van! de! hand! van! Finse! collega! en! vriend! Tauno! Kekäle:! een! schets!
van!ontwikkelingen!van!tolerantie!naar!ethiek!die!de!verbinding!in!Olaf’s!wetenschappelijke!
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carrière!van!kwaliteitsmanagement!via!innovatie!en!product!ontwikkeling!naar!bedrijfsethiek!
heel!treffend!schetst.!
!
Dan!volgt!een!intermezzo!van!de!hand!van!Pieter!Terlouw!genaamd!“Olaf)land”,!een!verhaal!
zoals!Olaf!ze!ook!kon!vertellen,!met!een!inhoudelijke!en!praktijkgerichte!moraal!gebaseerd!
op!ware!gebeurtenissen.!Het!intermezzo!wordt!passend!gevolgd!door!een!stuk!van!de!hand!
van!mede! Twente!Quality! Center! oprichter!Gerard! Berendsen! –ook! een! begaafd! verhalen!
verteller)! die! kijkt! naar! de! toekomst! voor! kwaliteitsprofessionals! in! een! veranderend!
historisch! en! organisatorisch! perspectief.! Het! fenomeen! ‘Social! Intrapreneurship’! wordt!
uitgewerkt! door! Andre!Nijhof! (oud)promovendus),! Jan! Kees! Looise! (UT)collega)! en! Jan! de!
Leede! (beide),! en! zij! geven! daarin! ook! hun! gezamenlijk! onderzoek! met! Olaf! een! plaats,!
onder!andere!daar!waar!het!gaat!om!het!door!Olaf!gelanceerde!begrip!de!Verantwoordelijke!
Firma!en!de!relatie! tussen!(intern)!ondernemerschap,!ethiek!en! innovatie.!De!bijdrage!van!
Liqin!Ren,!haar!Chinese!collega,!en!wederom!Koos!Krabbendam!werd!geïnspireerd!door!een!
vraag!die!Olaf!vaak!stelde!(ook!wel!retorisch):!“Why!are!there!so!many!organisations”!en!de!
beantwoording!wordt! ingebed! in!een!beschouwing!van!cluster! innovatie! in!de!dynamische!
context!van!Chinees!midden)!en!klein!bedrijf.! !En!na!China!komen!we!via!een!bijdrage!van!
Delftse!collega!Jan!Buijs!weer!terug!bij!ontwerpkwaliteit!wanneer!hij! ‘Projecta’s’!bespreekt!
als!demonstratie)projecten!die!een!plaats!krijgen!in!de!ontwerpmethodologische!literatuur.!
Lucie!Huiskens!en!Han!van!der!Meer!(Oud)UT!collega!en!mede!Rotarylid!van!Olaf)!bespreken!
op! inspirerende!wijze! de! verbinding! tussen!bedrijf! en! kunst,! en!wat! ‘Business!meets!Arts’!
kan!betekenen!voor!innovatie.!Michel!Ehrenhard,!Arjan!Frederiks!en!Ellen!Donkers!schreven!
de! op! een)na)laatste! bijdrage! in! dit! speciale! boek,! waarin! gekeken! wordt! naar! zaken! als!
verbeeldingskracht! en! ‘mindfulness’! in! wat! zij! met! referentie! naar! Olaf! noemen! inclusief!
innovatie! gedrag:! zij! claimen! daarbij! een! uitbreiding! van! Olaf’s! sociaal)dynamisch! proces!
model!van!maatschappelijk!verantwoord!gedrag!in!innovatie.!!
!
De! afsluiting! van! het! boek! wordt! gevormd! door! een! speciale! bespreking! van! een! aantal!
boeken!op!het!gebied!van! innovatie,!maatschappelijke!verantwoordelijkheid!en!ethiek,!die!
via! Olaf’s! gedachtengoed! door! Antoni! Brack! worden! verbonden! met! zijn! vakgebied:! het!
recht.!!
!
En!met!deze!tour!door!de! inhoudelijke!bijdragen!van!deze!vele!collega’s!als!hommage!aan!
Olaf!Fisscher’s!wetenschappelijke!carrière!komen!we!aan!het!einde!van!deze!introductie!van!
dit!boek.!Wij!wensen!de!lezer,!en!in!het!bijzonder!Olaf,!veel!inspiratie!voor!de!toekomst!!
!
Petra!de!Weerd)Nederhof!
Klaasjan!Visscher!
Jeannette!Visser)Groeneveld!
! !
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EDITORIAL)TO)THE)SPECIAL!ISSUE!
OF#CREATIVITY#AND!INNOVATION'MANAGEMENT1!
!
In! 2003,! Olaf! Fisscher! and! Petra! de!Weerd)Nederhof! took! over! Creativity! and! Innovation!
Management! from! its! founding! editors,! Tudor! Rickards! and! Susan! Moger,! with! the! firm!
objectives! to! 1)! further! expand! the! journal’s! outreach! in! Creativity! and! Innovation!
Management! research,! based! on! its! unique! niche! and! position! between! innovation!
management!journals!on!the!one!hand!and!creativity!journals!on!the!other,!and!2)!build!on!
the!solid!scientific!and!academic!basis!of! the! then! ten!year!old! journal! towards!gaining! ISI!
listing.! In! 2008,! Klaasjan! Visscher! joined! in! working! towards! these! ambitious! goals.! The!
editorial!board!was!strengthened!and!departmental!editors!were!appointed!covering!CIM’s!
focal! areas! of! Continuous! Innovation! and! Creative! Leadership,! Creative! Entrepreneurship!
and!Innovation,!Creative!Problem!Solving!&!Creativity!Techniques,!Creativity!and!Innovative!
Behaviour,! Design!Management! and! Creative! Industries,! Innovation!Networks,! Teams! and!
Projects! and! Innovation! Processes! and! Radical! Innovation.! Also,! the! journal’s! base! of!
associated! partners! was! broadened! by! welcoming,! next! to! the! European! Association! of!
Creativity!and! Innovation!EACI,! the!Continuous! Innovation!Network!CINet!and! the!Product!
Development! and!Management!Association! (PDMA)!on!board,! and!by! regularly! publishing!
specials! with! articles! based! on! paper! presentations! from! the! conferences! held! by! these!
partners.!A!novelty!introduced!by!Olaf!Fisscher!was!the!series!of!!Creativity!and!Innovation!
Management! Community! workshops.! The! first! one! was! hosted! by! our! publisher! Wiley)
Blackwell! in!Oxford,!the!second!one!by!the! International!Center! for!Studies! in!Creativity! in!
Buffalo,!and!the!third!oneby!the!Ecole!des!Mines!and!the!Paris!Descartes!University!in!Paris.!
Last! but! not! least,! a! yearly! Best! Paper! Award! was! developed,! named! after! the! founding!
editors!Tudor!Rickards!and!Susan!Moger.!!
!
It! is!a!very!great!pleasure! for!us! to!write! the!editorial! for! this!particular! issue!of!Creativity!
and!Innovation!Management,!because!in!2012,!a!great!number!of!the!things!we!set!out!to!
achieve!came!to!bear!fruit.!First!of!all,!Creativity!and!Innovation!Management!has!gained!ISI!
listing.!This!means!that!all!CIM!articles!from!2010!are!now!included!in!the!Web!of!Science,!
and!that!the!first!Journal!Impact!Factor!can!be!expected!for!June!2013.!We!will!celebrate!this!
in!our!4th!CIM!Community!workshop,!which!will!take!place!28)29!June!2012!at!the!Technical!
University! of! Berlin,! with! key! note! lectures! by! Hans)Georg! Gemünden,! Olaf! Fisscher! and!
Marjolein!Caniëls.!!
!
In!this!editorial!we!can!confirm!the!winners!of!the!Tudor!Rickards!and!Susan!Moger!award!
for! the! best! paper! published! in! CIM! in! 2011:! “Communitition:! The! Tension! between!
Competition!and!Collaboration!in!Community)Based!Design!Contests”!by!Katja!Hutter,!Julia!
Hautz,!Johann!Füller,!Julia!Mueller!and!Kurt!Matzler.!2011!Runners)Up!were:!“Organizational!
Creativity! in! Heterarchies:! The! Case! of! VFX! Production”! by! Volker! Spelthann! and! Axel!
Haunschild! and! “The! Interplay! between! Creativity! Issues! and! Design! Theories:! A! New!
Perspective! for!Design!Management!Studies?”!by!Pascal!Le!Masson,!Armand!Hatchuel!and!
Benoit!Weil.! All! these! high! quality! articles! can! be! downloaded! from! our! website! free)of)
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Published!as:!Weisenfeld,!U.,!Petra!de!Weerd)Nederhof!and!Klaasjan!Visscher,!(2012),!Editorial,!Creativity!and!Innovation!
Management,!21(2),!127)129.!Permission!for!reprint!granted!by!Wiley)Blackwell.!
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charge.!We!cordially! invite!you! to! revisit! these!and!other!CIM!contributions! to! inspire!you!
and!your!research!!
!
After!this!wonderful!Creativity!and!Innovation!Management!news,!it!is!with!some!regret!that!
we!have!to!announce!that!this!current! issue!also!marks!the!farewell!of!Olaf!Fisscher!as!an!
editor!of!this!journal.!His!key!note!in!Berlin!on!28!June!will!be!his!farewell!speech,!marking!
not! only! his! 65th! birthday! but! also! his! retirement.! His! speech! will! focus! on! Integrity! and!
Innovation,!a!topic!at!the!heart!of!CIM’s!aims!and!scope.!To!celebrate!Olaf’s!importance!for!
the!journal!and!his!contribution!to!the!field,!this!June!issue!is!a!full!special!on!the!areas!close!
to!his!academic!heart:!innovation!management,!the!quality!of!organisation,!and!implications!
for! business! ethics! and! corporate! social! responsibility.! This! special! came! into! being! with!
contributions!from!colleagues!who!have!worked!with!Olaf!through!the!years,!and!under!the!
inspiring! special! issue! co)editorship!of!Ursula!Weisenfeld! from! the! Leuphana!University!of!
Lüneburg.!Below!we!will!further!address!the!content!of!this!truly!special!Special,!inspired!by!
the!work!of!Olaf!Fisscher!at!the!University!of!Twente.!
!
With! an!MSc! in! Engineering,! a! PhD! in! Social! Sciences! and! university! positions! in! Human!
Resource!Management,!Management!of!Quality!and!Innovation!and,!finally,!in!Organization!
Studies! and! Business! Ethics,! Olaf! is! an! interdisciplinary! researcher! who! is! very!
knowledgeable! and! interested! in! various! subjects.! In! his! research! and!his! teaching!he!has!
always!been!highly!motivated!to!substantially!contribute!to!the!quality!of!organizations!and,!
in!a!broader!sense,!of!business!life,!from!a!human!and!societal!perspective.!From!early!on!he!
emphasized! the! need! to! integrate! social! responsibility! into! organizations’! actions! and!
particularly! into! innovation! management,! an! area,! where! it! might! be! difficult! to! identify!
contributory! fault! and! relate! cause! and! effect,! especially! when! effects! are! unintended,!
protracted!or!not!immediately!visible.!His!contributions!to!the!quality!of!organizations!from!
a! human! and! societal! perspective,! his! work! on! corporate! responsibility! and! his! drive! to!
further! the! inclusion! of! social! responsibility! in! innovation! efforts! distinguish! him! as! a!
responsible!researcher.!
!
Both! the! fields!of! innovation!and!of! responsibility!have!gained!a! lot!of!attention! in! recent!
years:! innovation! has! been! acknowledged! as! a! key! force! in! the! development! of!
organizations,!markets!and! society,!and!corporate! responsibility!has!become!an! important!
topic!owing!to!increased!attention!and!demands!from!various!stakeholders!and!networks!of!
stakeholders.! Both! topics! are! linked! in! the! intriguing! concept! of! ‘Inclusive! Innovation’,!
developed!by!Olaf! Fisscher! together!with!his! colleagues!Andre!Nijhof! and! Jan!Kees! Looise!
What! is! driving! innovation! and! change,! to! what! extent! can! it! be! steered! and! how! can!
responsibility!be!incorporated!into!these!processes?!Prominence!is!given!to!human!agency,!
complemented! by! works! on! the! role! of! context,! emerging! structures! and! entanglements!
(such!as!technological!trajectories!or!actor)network)theory).!!
!
The! contributions! to! the! present! CIM! issue! cover! a! broad! spectrum! of! creativity! and!
innovation!management!issues,!thereby!reflecting!the!richness!that!the!field!has!attained.!
!
Organizational! boundaries! are! neither! stable,! nor! clear)cut,! and! in! most! industries,!
innovation!processes!are!characterized!by! inter)organizational!cooperation.!The!authors!of!
the! first! article! “SME! Network! Characteristics! vs.! Product! Innovativeness:! How! to! Achieve!
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High!Innovation!Performance”,!expect!that!inter)organizational!cooperation!in!new!product!
development! (NPD)! and! the! degree! to! which! new! products! are! innovative! will! affect!
innovation!performance.!Annemien!Pullen,!Petra!de!Weerd)Nederhof,!Aard!Groen!and!Olaf!
Fisscher! test! a! number! of! hypotheses! in! the! medical! devices! sector,! a! field! which! is!
characterized!by!heavy!regulation.!The!authors!find!no!direct!significant!effect!of!individual!
network! characteristics!on! innovation!performance;!however,! the! composition!of!network!
characteristics!is!related!to!innovation!performance.!The!key!conclusion!is!that!for!SMEs!in!a!
highly!regulated!sector,!the!configuration!of!network!characteristics!seems!to!be!important!
for!innovation!performance.!!
Team! creative! performance! is! at! the! core! of! the! second! article,! “Psychological! Safety,!
Knowledge! Sharing,! and! Creative! Performance! in! Healthcare! Teams“.! Again! set! in! the!
dynamic,!yet!heavily!regulated!healthcare!sector,!Maura!Kessel!and!Jan!Kratzer! investigate!
how! psychological! safety! influences! the! creative! performance! of! a! team,! arguing! that!
healthcare!teams!are!particularly!interesting!to!study!because!they!usually!are!characterized!
by! a! strong! sense! of! social! responsibility.! The! authors! find! psychological! safety! in! teams!
contributing! to! the! team’s! creative! performance,! mediated! by! knowledge! sharing.! The!
results!bear!important!implications!regarding!psychological!climate!and!knowledge!sharing.!
In! his! article! about! “The! Context! of! Innovation! Journeys”,! Arie! Rip! takes! issue! with! the!
emphasis! of! agency! in! innovation! management! literature,! and! discusses! how! ‘niche’,!
‘cosmopolitan’! and! ‘landscape’! layers! are! mutually! dependent! and! how! interactions! and!
processes!lead!to!structures)by)entanglement.!These!layers!provide!enablers!and!constraints!
in!the!innovation!journey!(and!actors’!intentions!become!less!important!compared!to!actual!
activities! and! interactions).! The! author! emphasizes! the! importance! of! anticipation! and!
anticipatory! coordination,! the! latter! potentially! becoming! a! further! layer! relevant! for!
innovation!journeys.!
Jorge!Gomez,!Francisca!Castro!and!Fernando!Sousa!analyze!the!inter)individual!relationship!
between! emotional! intelligence! and! creativity! in! a! hospital! setting.! In! their! article! “Do!
intelligent! leaders! make! a! difference?! The! effect! of! a! leader’s! emotional! intelligence! on!
followers’!creativity”,!which!is!based!on!a!paper!presented!at!the!ECCI!XII!conference,!they!
measure!leaders’!emotional!intelligence!on!a!scale!comprising!six!factors!(based!on!Rego!et!
al)!via!self)assessment!as!well!as! through!employees’!assessment,!and!followers’!creativity!
via!self)assessment!as!well!as!through!leaders’!assessment,!and!find!a!positive!relationship!
between! the! two! constructs.!However,! contrary! to!expectation,! the!authors!do!not! find!a!
mediating! effect! of! creative! climate! on! the! relationship.! Furthermore,! findings! regarding!
some! factors! of! emotional! intelligence! differ! from! the! results! of! Rego! et! al;! the! authors!
propose!that!this!might!be!owing!to!differences!in!sample!characteristics!(with!the!sample!of!
the!current!study!comprising!mainly!women).!!!
While!product!and!process! innovations!have!received!considerable!attention! in!theory!and!
practice,! this! is! not! the! case! for! business!model! innovation.! Uli! Eisert,! Eva! Bucherer! and!
Oliver! Gassmann! draw! on! product! innovation! literature! and! eleven! examples! of! business!
model!innovation!to!identify!similarities!and!differences!between!these!types!of!innovations!
and!to!develop!a!framework!for!analysis!of!business!model!innovation.!The!article!“Towards!
Systematic! Business! Model! Innovation:! Lessons! from! Product! Innovation! Management”!
provides! a! structured! approach! to! describe! and! categorize! business! model! innovation,!
thereby!contributing!to!a!better!understanding!of!the!management!issues.!
!
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The! next! two! articles! are! about! corporate! social! responsibility! (CSR)! in! the! context! of!
innovation! and! look! at! stakeholders’! role! in! judging! CSR.! The! article! “Corporate! Social!
Responsibility! in! Innovation:! Insights! from! two! cases! of! Syngenta’s! activities! in! genetically!
modified! organisms”! by! Ursula! Weisenfeld! discusses! difficulties! of! managing! collective!
responsibility! in! innovation:! involving! high! uncertainty,! stakeholders’! demands! and!
perceptions!will!vary!and!may!change.!They!provide!perspectives,!but!not!a!decision!basis.!
Discussing! two! examples! from! the! highly! controversial! area! of! genetic! modification,! it! is!
concluded!that!organizations!need!to!take!steps!to!organize!for!responsibility!(a!request!that!
Olaf!has!voiced!on!many!occasions)!and!that!responsibility!needs!to!be!complemented!with!
accountability,!meaning!answering!for!outcomes!and!dealing!with!consequences.!!
Frank! de! Bakker! focuses! on! activist! groups! as! a! particular! type! of! stakeholder! and!
investigates!the!role!of!networks!of!activist!groups!in!influencing!CSR!activities!of!companies.!
In!the!conceptual!article!“Exploring!Networks!of!Activism!on!Corporate!Social!Responsibility:!
Suggestions! for! a! Research! Agenda”! he! draws! on! literature! from! social! movements,!
institutional!theory,!and!social!network!analysis!to!further!the!understanding!of!how!these!
networks!operate!and!might!shape!CSR!in!a!field.!
The! article! “The! Ethical! Dilemma! of! Information! Asymmetry! in! Innovation:! Reputation,!
Investors!and!Noise!in!the!Innovation!Channel”!looks!at!the!funding!of!innovative!SME!on!the!
one!hand!and! their!performance!on! the!other!hand.!Carla!Millar,! Yuri!Udalov!and!Hartley!
Millar! identify! information! asymmetry! as! a! key! problem! for! investors! and! governments!
when!looking!for!companies!worthwhile!being!funded.!
!
The! issue! further! holds! two! book! reviews,! also! authored! by! colleagues! of! Olaf! Fisscher.!
Antoni! Brack! gives! us! a! special! review! of! books! brought! together! under! the! theme! of!
Innovation,!Corporate!Social!Responsibility,!Ethics,!and!the!Law.!Han!van!der!Meer!and!Jan!
Buijs!discuss!Teresa!Amabile!and!Steve!Kramer’s!The!Progress!Principle:!Using!Small!Wins!to!
Ignite!Joy,!Engagement,!and!Creativity!at!Work.!!
On!the!14th!of!June!2012,!editors!and!authors!will!surprise!Olaf!Fisscher!with!this!collection!
of!academic!articles,!brought! together! to!celebrate!his!work,!on! the!occasion!of!his!Dutch!
farewell! speech! at! the! University! of! Twente.! The! special! will! be! accompanied! by! an!
Appendix,! including!Position!Papers!and!Practitioners! Insights.!This!Appendix!will!be!made!
available!online!as!well.!We!do!hope!that!you!enjoy!this!special!as!much!as!we!have!enjoyed!
putting!it!together.!!
!
We!also! look! forward! to! the! International!Product!Development!Management!Conference!
taking! place! in! Manchester! in! June,! and! we! look! ahead! to! another! CINet! conference! in!
Rome,! in! September.! Links! are! provided! on! our!website,! as!well! as! a! number! of! calls! for!
papers!for!stimulating!new!CIM!specials!planned!for!2013!and!beyond.!
!
!
Ursula!Weisenfeld!
Petra!de!Weerd)Nederhof!
Klaasjan!Visscher!
!
!
!
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Abstract+
Organizational!design! is!an! important!and! longstanding! issue! in!management! thought.!
Until!recently,!the!literature!on!this!subject!developed!incrementally.!But!during!the!last!
decades,!several!attempts!have!been!made!to!renew!organizational!design!considerably!
by! combining! it! with! principles! from! organizational! development,! a! current! in!
management! literature! that! was! considered! antithetical! to! organizational! design.!
Because!of!this,!a!whole!new!generation!of!organizational!design!approaches!appears!to!
be!developing.!This!article!gives!an!overview!of! the!history!of!organizational!design! in!
order!to!clarify!these!recent!developments.!It!portrays!the!classic!design!approach,!gives!
an!overview!of! the! criticism!on! classic!design!and! the!developmental! approaches! that!
were! created! as! an! alternative,! and! elaborates! their! synthesis! in! a! new! generation! of!
design! approaches.! To! contribute! to! the! further! development! of! this! new! generation,!
this!article!concludes!with!a!discussion!of!perspectives!on!design!that!can!strengthen!the!
theoretical!basis!of!these!new!approaches,!in!particular!designing!as!reflection)in)action,!
co)construction,!and!bricolage.!
Introduction+
Organizational!design!has!a!long)standing!history!in!literature.!According!to!Exodus!18:17)27,!
Jethro,!Moses’!father)in)law,!made!an!organizational!design!for!the!Hebrews!in!the!desert,!
dividing!them!into!groups!of!ten,!fifty,!one!hundred,!and!one!thousand,!and!defining!the!jobs!
of!their!managers!(cf.!Pindur!et!al.!1995).!And!Benedict!of!Nursia!wrote!in!the!fifth!century!
AD!on!the!design!of!cloister!organizations,!specifying!a!division!of!labor!between!the!abbot,!
the! deans,! the! novice!master,! the! guest!master,! and! others,! and! spelling! out! their! tasks,!
responsibilities,!and!authority!(Kennedy!1999).!The!beginnings!of!professional!organizational!
design!lie!in!the!last!decades!of!the!nineteenth!century.!In!this!period,!organizational!design!
really! became! an! issue! in! professional! discourse! and! practice,! in! particular! among!
mechanical! engineers! (Shenhav! 1995).! Typical! for! that! time! is! the! remark! of! Slater! Lewis,!
who! wrote! in! 1899! “[T]he! present! is! a! time! of! transition.! […]! Old! fashioned! methods! of!
administration!are!beginning!to!show!signs!of!wearing!out,!and!of!being!no!longer!equal!to!
the! strain! and! intensity! of! modern! industrial! working.! Very! searching! questions! are!
consequently! frequently! asked! as! to! the! probable! direction! in! which! reorganization! is!
required,”! (Lewis! 1899,! 59).! This! first! interest! in! organizational! design! culminated! in! the!
work!of!Frederick!W.!Taylor,!in!particular!in!The!Principles!of!Scientific!Management!(Taylor!
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1911),! one! of! the! first! milestones! management! literature,! in! which! he! put! forward! a!
blueprint!for!efficient!organizations!and!a!‘scientific’!way!for!designing!them.!
!
Since!the!times!of!Taylor,!organizational!design!theory!has!changed,!especially!through!the!
introduction! of! contingency! theory! in! the! 1950’s! and! 1960’s,! but! in! general,! the!
developments! can! be! regarded! as! incremental,! adding! bits! and! pieces! to! the! framework!
established!in!the!early!twentieth!century.!During!the!last!decades,!attempts!were!made!to!
renew!organizational!design!considerably!by!combining!it!with!principles!from!organizational!
development,! a! current! in! management! literature! that! was! previously! considered!
antithetical! to! organizational! design.! Because! of! this,! a! new! generation! of! organizational!
design! approaches! is! developing.! The! purpose! of! this! paper! is! to! clarify! these! recent!
developments! through! a! historical! overview! of! organizational! design.! This! history! will! be!
structured! with! a! dialectical! rather! than! a! linear! story)line.! First,! the! classic! approach!
towards!organizational!design!will!be!elaborated,!then!the!criticism!on!classic!design!and!the!
developmental! approaches! that! were! created! as! an! alternative! will! be! discussed.! And!
subsequently! the! recent! synthesis!of! the! two! into!a!new!generation!of!design!approaches!
will!be!elaborated,! followed!by! the!elaboration!of! some!recent! theoretical!perspectives! to!
underpin! these!new!approaches.!For! the!sake!of!argument,! the!classic!and!developmental!
approaches! are! described! as! monolithic,! blackboxing! the! differences! among! different!
proponents! within! each! approach.! This! may! oversimplify! the! history! of! organizational!
design,!but!the!point!of!this!review!is!not!to!do!full!justice!to!history,!but!to!make!the!main!
developments!visible!and!to!position!the!most!recent!design!approaches!in!literature.!
The+classic+design+approach2
In!James!March’s!Handbook!of!Organizations,!a!voluminous!work!from!the!mid!1960s!that!
presumes!to!summarize!the!state!of!knowledge!on!human!organizations,!Haberstroh!states!
“The!design!of!an!organization!refers,!of!course,!to!its!structural!characteristics,”!(Haberstroh!
1965,!1171,! italics!added).! In!the!classic!design!approach,!organizational!design!is!primarily!
aimed!at!constructing!a!blueprint!for!the!formal!structures!of!organizations,!i.e.!the!division!
of! labor! into! functions,! the! allocation! of! tasks,! responsibilities,! and! authority! of! these!
functions,! and! the! creation! of! hierarchical! and! lateral! mechanisms! to! coordinate! and!
integrate! them! (Triandis! 1966;! Perrow!1967;! Lawrence! and! Lorsch!1967;! Thompson!1967;!
Galbraith! 1974;! Mintzberg! 1979).! The! icon! of! classic! organizational! design! is! the!
organogram,! a! diagram!with! functions! grouped! in! boxes! and! lines! in)between! to! indicate!
hierarchical! and! lateral! relations! (Mintzberg! and! van! der! Heyden! 1999).! But! a! formal!
structure! comprises! more! than! organograms! can! picture.! Job! descriptions,! workflow)
diagrams,!or!for!instance!quality!handbooks!also!represent!parts!of!it.!!
!
In! the! classic! design! approach,! the! purpose! of! designing! a! formal! structure! is! to! control!
organizational!behavior.!Mintzberg!(1979)!compares!designing!an!organization!with!turning!
the!knobs!of!a!control!panel,!adjusting!and!fine)tuning!the!division!and!coordination!of!labor!
to! achieve! stable! and! productive! behavioral! patterns.! In! the! words! of! Foucault! (1977),!
organizational! designs! are! used! to! normalize! and! discipline.! Designs! state! the! norms! for!
correct!behavior!and!the!sanctions!on!abnormalities.!More!specifically,!job!descriptions!and!
work!procedures!tell!employees!what!they!should!do,!the!hierarchical!structure!tells!them!to!
whom!they!should! listen,!and!lateral! linkages!tell!them!with!whom!they!should!cooperate,!
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and!in!which!ways.!Designers!try!to!minimize!unproductive!deviances!in!individual!behavior,!
since! they! threaten! the! rationality! and! the! effectiveness! of! the! whole,! just! as! a! single!
malfunctioning!gear!may!cause!a!motor!to!grind!to!a!standstill.!For!this!reason,!organizations!
are! designed! in! as! much! detail! as! possible! (Newman! 1973),! and! these! designs! are!
implemented! and! maintained! meticulously,! with! as! few! alterations! or! compromises! as!
possible.! Illustrative! is! a! remark! in! a! letter! by! Frederick! Taylor,! the! father! of! scientific!
management,!to!one!of!his!clients.!He!wrote!with!emphasis!that!the!success!of!his!designs!
rested! on! the! rigid! establishment! of! inflexible! procedures,! and! their! exact! execution,!
“whether!they!are!right!or!wrong,”!(Kanigel!1997,!377).!His!designs!were!not!to!be!doubted!
or!altered!–!especially!not!by!the!people!whose!behavior!it!attempted!to!regulate.!
!
In!Mintzberg’s!(1979)!metaphor,!a!designer!is!the!person!who!turns!the!knobs!of!the!control!
panel.!In!the!classic!approach,!this!is!the!(top)manager!of!an!organization.!Parts!or!aspects!of!
the! design! may! be! delegated! to! management! consultants! or! lower)level! employees,! but!
ultimately,! the! organizational! design! is! considered! the! task! and! responsibility! of! general!
management! (Khandwalla! 1977;!Harris! and!Raviv! 2002).! Ideally,!manager)designers!would!
be!all)powerful!and!all)knowing,!able!and!capable!of!molding!the!organization!to!an!optimal!
design.!They!would!know!when!to!turn!which!knob,!and!what!effects!different!positions!of!
the!knobs!would!have!on!their!employees’!behavior.!In!practice,!of!course,!this!ideal!cannot!
be!attained.!Managers!are!not!all)powerful.!Designees!mostly!have!the!option!to!cooperate!
with!or! to! resist! the!design,! and!may!possibly! force! the!manager! to! compromise.!Nor!are!
managers!all)knowing.!Even!when!they!consult!others,!they!will!have!to!base!their!design!on!
incomplete! information,! and! aim! for! satisficing! instead! of! optimal! designs! (Simon! 1945;!
1969).!But!in!the!classic!design!approach,!these!comments!are!practicalities!and!footnotes!to!
the! design! process.! The! basic! assumption! remains! that! management! designs! the!
organization,!as!well!as! it!can,!despite!all!practical!problems!and!setbacks.! In!the!words!of!
Khandwalla! (1977),! “the! principal! agency! through! which! organizations! are! shaped,!
regardless!of!how!many!or!how!diffuse! the! forces! shaping! them,! is!management.! For! it! is!
management![…]!that!reconciles!and!manipulates!the!various!pressures!on!the!organization,!
and! through! its! decisions! and!directives,! gives! the!organization’s! structures! and!processes!
distinctive!form,”!(Khandwalla!1977,!261).!
!
In! the! classic! design! approach,! designing! is! seen! as! rational! problem)solving.! This! view! is!
championed!by!Herbert!Simon!(1969)!in!The!Sciences!of!the!Artificial.!He!conceptualizes!the!
design!process!as!a!search!process,!starting!with!a!problem!and!ending!when!a!design!has!
been!found!that!solves!the!problem!optimally,!or!at!least!satisficingly.!Typical!stages!in!this!
problem)solving!process!are!the!identification!of!the!problem,!the!analysis!of!the!problem,!
the!design!of!a!solution,!the!implementation!of!a!solution,!and!finally!the!evaluation!how!the!
solution! solved! the! problem! (Newell! and! Simon! 1972;! Lipshitz! and! Bar! Ilan! 1996).! Since!
design! situations! can! be! very! complex,! with! multifaceted! problems! and! large! solution!
spaces,! Simon! (1969)! compares! the! problem)solving! process! as! a! search! through! a!maze,!
with!many!dead!ends!and!difficulties!in!the!orientation.!To!find!one’s!way!through!this!maze!
efficiently!and!effectively,!he!advises! to! reduce! the! complexity!of! the! situation! in! the! first!
stages! of! the! design! process.! His! main! heuristic! for! this! reduction! is! decomposition.!
Designers! should! divide! a! complex! problem! into! sub)problems,! until! they! reach! a! level! at!
which!the!problems!are!manageable.!Thus,!a!hierarchy!of!problems!emerges.!The!process!of!
analysis!involves!a!descent!through!this!hierarchy,!exploring!the!causes!of!problems!and!sub)
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problems.!The!process!of!designing!solutions! involves!a!bottom)up!movement.! It! starts!on!
the!lowest!level!by!designing!solutions!for!sub)problems,!and!proceeds!by!combining!these!
solutions,! until! an! overall! solution! has! been! created.! This! process! of! decomposition! and!
recomposition!matches!particularly!well!with! the!design!of! formal! structures,!which! is! the!
focal! point! of! the! classic! design! approach,! since! a! formal! structure! concerns! the!
decomposition! and! recomposition! of! labor.! According! to! Galbraith! (1974),! decomposition!
and!recomposition!form!the!core!of!organizational!design.!“After!the!task!has!been!divided!
into!subtasks,!the!problem!is!to!integrate!the!subtasks!around!the!completion!of!the!global!
task.!This!is!the!problem!of!organization!design,”!(Galbraith!1974,!p.28).!
!
Designing! a! solution! in! the! classic! design! approach! is! strictly! separated! from! the!
implementation!of!the!solution.!Logically!and!in!time,!design!precedes!implementation.!The!
implementation! does! not! start! before! the! best! possible! design! has! been! chosen.! During!
implementation,! there!may! be! compromises! on! aspects! of! the! design,! but! the! better! the!
design,! the!better!will! be! the!end)result! after! implementation.!When!designing,! designers!
should!not!bother!too!much!about!potential!implementation!problems,!because!that!would!
thwart!the!design!process!and!could!lead!to!sub)optimal!designs!(Williamson!1975).!
!
Simon’s!(1969)!intention,!broadly!followed!by!others,!and!recently!revitalized!in!organization!
studies!(Baligh!et.al!1996;!Romme!2003;!Van!Aken!2004;!Dunbar!&!Starbuck,!2006;!Denyer,!
Tanfield!&!Van!Aken,!2008),!was!to!develop!designing!into!a!science.!In!the!classic!approach,!
organizational!design! is!regarded!as!scientific! in!so!far!as! it! is!based!on!a!body!of!scientific!
knowledge! about! designs! and! design! processes.! This! body! is! conceived! of! in! a! logical)
positivistic! sense,! as! a! collection! of! related! ‘justified! true! beliefs’! about! organizational!
designs!and!the!activity)sequences!one!should!carry!out!to!create!them.!Logical)positivistic!
design! knowledge! is! typically! stated! in! a! law)like! form.! This! law)like! design! knowledge! is!
applied!in!concrete!design!situations!through!subsumption!(Tsoukas!1994).!This!means!that!
particular! cases! are! put! under! the! general! categories! in!which! the! law! is! stated.! Toulmin!
(1976)! calls! this! way! of! handling! knowledge! technological! Platonism,! since! specific!
organizational! designs! are! considered! instances! of! more! abstract! and! pure! designs,! and!
designing! in!a! specific! context! is! considered! the! instance!of!a!generic!design!method.!This!
technological! Platonism! does! not! imply! that! the! classic! approach! regards! the! creation! of!
designs! as! mere! deduction! from! scientific! knowledge.! Classic! designing! has! a! creative!
element,! in! particular! in! the! search! for! alternative! solutions.! In! these! creative! activities,!
knowledge! is! not! applied! through! deduction,! but! through! abduction! (Peirce! 1923;!March!
1976).!Abduction!is!the!inference!to!a!novel!design,!the!backwards!use!of!the!‘if…then’!rule.!
It!starts!with!a!‘what…if’!proposition,!a!speculation!about!what!might!be!a!good!design,!and!
proceeds!from!there!with!‘if…then’!reasoning:! if!this! is!a!good!design,!then!one!can!expect!
certain!desirable!consequences!for!the!organization.!These!expectations!can!be!checked!by!
argumentation,!simulation,!or!experimentation,!and!if!they!turn!out!to!be!incorrect,!this!is!a!
reason!to!modify!the!design!and!start!with!‘if…then’!reasoning!again.!!
Against+classic+designing+
The!classic!approach!has!been!criticized!in!management!literature!on!different!aspects!and!
on!different!grounds.!This! criticism! is!as!old!as! the!classic!design!approach,!but! it! in! some!
periods!–!Barley!and!Kunda!(1992)!roughly!identified!the!periods!1923!till!1955!and!1980!till!
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at!least!1992!–!it!has!been!more!intense!than!in!others.!The!six!main!points!of!criticism!that!
have!been!put!forward!over!the!years,!will!be!elaborated!in!this!section.!!
!
A!first!point!of!criticism!is!that!the!scope!of!the!approach! is!too! limited.!The!success!of!an!
organization!depends!not!only!on!the!quality!of! its!formal!structure,!but!also!–!and!maybe!
more!importantly!–!on!the!informal!structure,!or!organization!culture!(Peters!and!Waterman!
1982;! Schein! 1985).! These! cultural! aspects! may! be! influenced! by! the! design! of! a! formal!
structure,!but!can!also!be!shaped!by!other!interventions,!for!instance!by!encouraging!people!
in! face)to)face! contact,! propagating! appealing! visions,! or! cultivating! strong! organizational!
values.!An!approach!that!solely!focuses!on!the!formal!aspects!of!the!organization!and!misses!
the!essential!informal!aspects!is!therefore!considered!ineffective.!!
!
A! second! critical! comment! is! that! the! classic! approach! is! focused! too! heavily! on! (upper))
management,! and! separates! designers! and! designees! too! strictly.! Designs! are! meant! to!
control!the!behavior!of!the!employees!in!order!to!make!them!do!what!management!thinks!
to! be! productive.! In! the! classic! approach,!management! designs! and! employees! are! being!
designed.! Employees! are! not! seen! as! co)designers,! and! their! margins! to! steer! their! own!
behavior!are!made!as!small!as!possible.!Employees!may,!of!course,!choose!to!resist!during!
the!implementation!of!the!design,!but!in!a!hierarchical!organization!the!management!is!most!
likely!to!get!the!best!of!it.!Critics!of!the!classic!design!approach!have!argued!that!employees!
should! be! given! more! influence! on! the! designs! that! concern! them! personally! (Trist! and!
Bamforth!1951;!Mumford!1995;!Emery!1993).!One!argument!is!that!freedom!and!autonomy!
are! important! values! in! a! democratic! society,! which! should! also! be! applied! within!
organizations.!Another!argument!is!that!employees!often!have!knowledge!and!skills!that!are!
useful!for!making!a!good!design.!Organizational!knowledge!and!skills!are!distributed!among!
the!employees!of!the!organization!(Hutchins!1995;!Tsoukas!1994),!so! it! is!unwise!to!utilize!
only!the!knowledge!and!skills!of!the!management!in!the!design!process!(Zell!1997).!!
!
A!third,!related!point!of!criticism!is!that!the!classic!design!approach!separates!the!processes!
of! design! and! implementation! too! strictly.! Designers! are! not! encouraged! to! anticipate!
considerations! of! implementation! during! the! design! process,! which! may! lead! to! large!
implementation! problems,! or! even! to! complete! failure! of! the! design! process! (Freeland!
1996).! Mintzberg! (1990! 1994)! makes! this! point! for! strategy! design.! “Every! failure! of!
implementation!is,!by!definition,!also!a!failure!of!formulation”!(Mintzberg!1994,!25).!!
!
A! fourth! point! of! criticism! is! that,! in! the! classic! approach,! the! design! process! is! too! one)
sidedly!problem)driven,!and!ignores!solution)driven!design!processes.!The!argument!of!the!
classic!design!approach!against!solution)driven!designing,!viz.!that!it!focuses!too!quickly!on!
one! solution! without! exploring! possibly! better! alternatives,! can! be! countered! by! several!
arguments!against!problem)driven!designing.!Design!problems!often!have!a!‘wicked’!nature!
(Rittel!1972),!which!means!that!they!are!unique,!complex,!and!ambiguous.!Wicked!problems!
cannot!be!defined!unequivocally,! at! least! not! at! the!beginning!of! a! design!process,!which!
makes! them! impervious! to! decomposition,! thus! stalling! the! design! process.! Furthermore,!
working! from! problems! towards! solutions! becomes! problematic! when! problems! change!
before!their! intended!solution!has!been!implemented!(Nystrom!and!Starbuck!1981),!which!
may!result!from!changing!circumstances!or!a!growing!insight!in!the!problem!situation.!And!
when!a!solution!has!been!implemented,!it!is!tricky!to!assess!it!as!a!solution!to!the!problem,!
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because!the!causality!between!an!intended!solution!and!the!disappearance!of!a!problem!is!
often!ambiguous,!especially!with!wicked!problems.!For!these!reasons,!design!processes!are!
often! solution)driven! (March! 1981;! Sköldberg! 1994).! Solution)driven! design! processes! are!
not!initiated!to!solve!a!particular!problem,!but!to!implement!a!particular!solution.!Through!
implementing!these!designs,!a!whole!series!of!problems!may!be!solved,!but!which!problem!
will!be!solved!can!only!be!said!afterwards.!!
!
A!fifth!critical!comment!on!the!classic!design!approach!is!that!by!conceptualizing!design!as!a!
rational! problem)solving! process,! the! role! of! non)logical! processes! (Barnard! 1938),! tacit!
knowledge!(Polanyi!1962),!or!intuition!(Agor!1984)!is!ignored.!Designers!may!make!intuitive!
shortcuts! in! the! design! process.! As! an! example,! consider! an! experienced! efficiency!
consultant!who!only!needs!a!photograph!of!a!production!hall!to!make!an!instant!diagnosis!of!
the!main! inefficiencies,!without!conducting!a! thorough!analysis,!and!without!being!able!to!
explain! how! he! came! to! his! diagnosis.! According! to! Simon! (1989)! this! intuition! is! non)
rational,! but! not! irrational,! because! experienced! designers! have! stored! thousands! of!
patterns!in!their!memory,!and!their!intuition!is!based!on!the!instant!recognition!of!a!pattern!
in!a!certain!situation.!By!insisting!on!rational!analysis!and!design,!the!classic!approach!fails!to!
appreciate!the!effective!intuitive!actions!of!highly!competent!practitioners.!!
!
And!finally,!the!classic!design!approach!ignores!the!role!of!socio)political!processes.!Design!
processes! rarely! take! place! in! a! political! vacuum.! Political! wrangling! often! influences! the!
design!process!and!its!outcomes,!to!the!extent!that!the!resulting!design!totally!reflects!the!
interests!of!the!most!powerful!people!(Hickson!et!al.!1971;!Child!1972;!Pfeffer!1978,!1981).!
In!politicized!situations,!designers!are!not!free!to!explore!the!entire!problem!space,!as!the!
spaces!that!are!incompatible!with!the!interests!of!the!dominant!coalition!are!shut!off.!In!this!
sense,! the! classic! design! approach! is! somewhat! naïve,! and! this! naïveté! hampers! its!
effectiveness.!
!
To! counter! the! classic! design! approach,! a! variety! of! alternative! approaches! has! been!
developed! in! management! literature.! These! approaches! have! received! labels! like!
‘organization!development’!approach!(McGregor!1960;!Argyris!and!Schön!1978;!French,!Bell!
and! Zawacki! 1989),! ‘emergent! change’! approach! (Burnes! 1996),! the! ‘participative! design!
approach’! (Rehm! 1994),! or! the! ironical! ‘truth,! trust,! love! and! collaboration’! approach!
(Pettigrew! 1985;! Buchanan! and! Boddy! 1992).! In! these! approaches,! organizational! designs!
are!not!created!by!individual!(top)managers!who,!through!rational,!science)based!problem)
solving,! design! and! implement! new! formal! structures! to! control! the! productivity! of! their!
employees.! On! the! contrary,! organizations! are! created! in! collective! processes! of! the!
employees!of! the!organization.!The!object!of!development!may! include! the!organizational!
structure,! but! it! focuses! more! importantly! on! the! organizational! culture! or! informal!
structure.!The!role!of!management!is!to!coach,!stimulate,!motivate,!and!facilitate!employees!
in!solving!their!own!problems.!In!addition,!management!propagates!a!vision!of!the!future,!a!
‘solution’! in! general! and! appealing! terms,! as! a! general! guideline! for! the! developmental!
process.! Social! processes! such! as! collaboration,! communication,! negotiation,! and! self)
organization!are!emphasized!over!rational!problem)solving!processes,!and!if!problem)solving!
occurs,! it! is! locally,! integrated! in! the! overall! process! of! learning! and! negotiating.! The!
knowledge! used! is!mostly! local! and! practical,! not! stored! in! ‘the! books’,! but! in! the! heads,!
hearts,!and!hands!of!employees,!learned!by!doing!and!reflecting!on!achieved!successes!and!
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failures! in! the! developmental! process.! In! short,! developmental! approaches! form! the!
antithesis!of!classic!design.!
A+new+generation+of+design+approaches+
Proponents!of! the!classic!design!approach!and!of! the!developmental!approach!did!oppose!
each! other! vehemently,! on! pragmatic! as! well! as! on! ideological! grounds.! Designers! and!
developers! formed! different! camps! in! the! community! of! academics! and! practitioners,!
institutionalized! in! different! conferences,! academic! chairs! and! consultancy! firms.! Table! I!
summarizes!the!main!differences,!as!they!have!been!discussed!in!the!above!sections.!
!
+ Classic2design2approach2 Developmental2approach2
Design2focus2 Formal!structure! Informal!structure!
Design2process2 Rational!problem)solving! Collective!learning!process!
Designers2 Management! Whole!organization!
Designees’2role22 Passive!! Active!!
Design2knowledge2 General,!science)based!knowledge! Local,!experience)based!knowledge!
Design/implementation2 Separated!! Integrated!!
!
Table!I:!
Main!differences!between!the!classic!design!approach!and!the!developmental!approach.!
!
Over! the! last! decades,! there!have!been! some!attempts! to!bridge! the! gap!between! classic!
design!and!developmental!approaches.!Burnes!(1996)!has!elaborated!a!contingency!theory,!
in! which! design! and! development! are! accommodated! as! complementary! ways! to! change!
organizations.! He! says! that! the! classic! design! approach! is! the! most! effective! in! stable!
environments,! while! developmental! approaches! are! more! suitable! for! turbulent!
environments.!Others!have!attempted!to!synthesize!design!and!development!by!combining!
the! best! aspects! of! both.! These! new! generation! approaches! received! labels! such! as!
‘developmental!design’!or!were!just!presented!as!more!sensible!ways!to!design.!Ganzevoort!
(1985)! proposed! an! approach! in! which! management! anchors! certain! aspects! of! an!
organization!by!design,!such!as!the!general!vision,!the!division!of!labor!in!the!design!process,!
the!minimal!critical!specifications!of!the!design,!and!the!available!room!for!experimentation.!
Constrained!and!enabled!by! these!designs,! there! is! room! for! the!designees! to! shape! their!
organization!through!learning!and!experimentation.!Yokoyama!(1992)!advised!managers!to!
leave! the! design! of! their! organization! deliberately! incomplete.! They! should! design! the!
interfaces! with! customers,! suppliers,! government! and! financiers,! in! order! to! regulate! the!
translation!of!wishes!of!stakeholders!to!internal!requirements.!Within!these!boundaries!they!
should! leave! further! specification! to! their! employees.! “Let! life! fill! the! spaces,”! (Yokoyama!
1992,!122).!Mastenbroek!(1997)!searched!for!a!balance!between!the!‘steering’!of!the!classic!
design!approach!and!the!‘self)organization’!of!developmental!approaches.!Strategy,!targets,!
and! hierarchical! structure! are! created! by! design,! and! within! the! organizational! units,!
improvement! initiatives! and! experiments! are! facilitated! and! encouraged.! And! Bate,! Kahn,!
and!Pye!(2000)!developed!a!combined!approach! in!which!they!mix!the!design!of!structure!
with! the! developing! of! culture.! A! synthesis! is! necessary,! as! “organization! design! without!
!22!
organization! development! may! be! likened! to! an! empty! temple! and! organization!
development!without! organization! design! to! a! tent! blown! away! in! the!wind,”! (Bate! et! al!
2000,!200).!!
!
Next! to! these! authors,! who! have! taken! the! classic! design! approach! and! developmental!
approach!as!a!starting!point!to!create!fruitful!mixes!and!combinations,!others!have!tried!to!
apply!entirely!new!perspectives! to!organizational!designing.!These!perspectives!have!been!
developed! in! other! fields! of! designing,! and! remain!mostly! quite! conceptual,! but! they! are!
promising!and!can!help!the!new!generation!of!design!approaches!to!grow!out!of!its!position!
as!in)between!of!the!large!classic!designing!and!development!traditions.!In!the!following,!the!
perspectives!of!reflection)in)action,!co)construction,!and!bricolage!will!be!discussed.!
ReflectionUinUaction+
One!of!the!most!influential!contributions!to!design!theory!of!the!last!decades!is!the!work!of!
Donald!Schön!(1983,!1987).!He!conceptualizes!designing!as!a!process!of!reflection)in)action.!
Reflection)in)action! starts! with! a! designer! or! a! group! of! designers! putting! a! ‘frame’! –! a!
model,! a! concept,! or! a! point! of! view! –! on! a! complex,!multifaceted! design! situation,! thus!
creating!a!starting!point!for!the!design!process.!The!designer!uses!this!frame!as!a!hypothesis,!
and!‘makes!moves’,!i.e.!explores!the!implications!of!the!frame!in!terms!of!consequences!and!
necessary! conditions,! and! reflects! on! them! in! terms! of! coherence,! doability,! and!
productivity.! “[T]he! designer! evaluates! his! moves! in! a! threefold! way:! in! terms! of! the!
desirability! of! their! consequences! […],! in! terms! of! their! conformity! to! or! violation! of!
implications!set!up!by!earlier!moves,!and!in!terms!of!his!appreciation!of!the!new!problems!
and!potentials!they!have!created,”!(Schön!1987,!p.63).!When!designers!get!stuck!in!a!frame,!
because!the!consequences!prove!too!unfavorable,!or!because!important!conditions!cannot!
be!fulfilled,!they!reframe!the!situation!by!putting!a!different!organizing!model!or!concept!on!
it.!They!engage!in!‘a!game!with!the!situation’,!making!moves!and!listening!to!the!‘back!talk’!
of! the! situation! in! order! to! explore! it;! they! find! out! the! intended! and! unintended!
consequences!of!their!moves,!and!confirm!or!refute!the!adequacy!of!their!frame.!!
!
A!game!with!the!situation!may!become!very!complex.!A!web!of!consequences,!conditions,!
and!appreciations!is!constructed,!and!in!this!web,!all!moves!are!reversible.!Skilled!designers!
can! develop! and! maintain! a! web! of! great! complexity,! but! it! is! impossible! to! keep! all!
possibilities! open! all! the! time.! Therefore,! designers!must! fix! certain! points! in! the!web! by!
making!a!decision!when!they!have!enough!confidence!about!the!most!productive!route.!By!
making! a! decision,! designers! create! a! criterion! to! judge! further!moves,!which! have! to! be!
consistent! with! the! decision.! This! point! can! be! called! a! ‘design! node’,! which! has! binding!
implications!for! further!moves!and!thus!creates!a!path)dependency!(David!1985).!By!fixing!
one! design! node! after! another,! not! necessarily! in! a! linear! process,! designers! gradually!
narrow!down!the!range!of!potential! forms!and!functions,!until!all!points!are!fixed,!at! least!
for!the!time!being,!and!the!design!is!completed.!
!
The!strength!of!Schön’s!work!is!that!it!captures!the!complexities!of!designing!and!makes!the!
classic!design!approach!and!the!developmental!approach!appear!as!special!cases!in!stead!of!
normal! situations.! In! the! classic!design!approach,!no! reframing!occurs!after! the! first! stage!
and! nodes! are! fixed! step)by)step! through! rational! decision)making.! In! the! developmental!
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approach,! the! process! remains! open)ended! during! the! process! and! nodes! become! fixed!
when!they!have!proved!their!workings!in!practice.!In!principle,!the!new!generation!of!design!
approaches!covers!all!other!possible!routes!in!the!game!with!the!situation.!However,!Schön’s!
concept! are! quite! abstract! and! focus! on! design! cognition! rather! than! on! design! practice,!
which!makes!it!more!difficult!to!apply!it!to!social!design!situations!like!organizational!design.!
This!may!explain!why!his!work!has!been!applied!in!a!limited!number!of!organizational!design!
studies!(Visscher!and!Fisscher!2009;!Visscher!and!Visscher)Voerman,!2010),!and!never!led!to!
the!‘Schön!shock’!that!has!hit!fields!like!architecture,!industrial!design!and!design!education!
(Dorst!1997).!
CoUconstruction+
Another! perspective,! developed! within! the! social! studies! of! science! and! technology,! is!
designing! as! a! process! of! co)construction.! In! the! classic! design! approach,! the! relation!
between!the!form!and!function!of!a!design!is!captured!in!the!adage!‘form!follows!function’.!
In!the!new!generation!of!design!approaches,!this!is!not!necessarily!the!usual!situation.!While!
advancing!in!the!creation!of!a!form,!requirements!may!prove!to!be!too!demanding,!or!new!
functional!opportunities!may!arise.!In!addition,!the!complexities!of!the!design!situation!may!
make!it!impossible!to!articulate!functional!requirements!exhaustively!at!the!beginning!of!the!
design! process.! In! complex! situations,! it!may! be!more! sensible! to! limit! oneself! to! global,!
tentative,!and!ambiguous!functionalities,!which!are!to!be!further!developed!and!articulated!
in!the!course!of!the!design!process,!together!with!the!construction!of!forms!(Monge!1993).!
So,!in!new!generation!designing,!functions!and!forms!are!co)constructed!(Bucciarelli!1994).!
!
In!principle,!a!co)costructive!design!process! is!never! totally!completed,! since!any!achieved!
consistency! in! function! and! form! is! temporary,! fragile,! and! open! to! disturbance! (Nystrom!
and! Starbuck! 1981).! However,! there! are! two! points! in! the! process! where! a! temporary!
closure!occurs.!When!function!and!form!reach!consistency!in!the!virtual!world!(Schön!1983,!
1987),!e.g.!on!paper,!the!design!process!comes!to!an!end.!And!when!they!reach!consistency!
in!the!real!world,!the!implementation!process!ends.!In!the!classic!design!approach,!the!two!
points!of!closure!mark!the!endpoints!of!two!stages!in!the!design!process.!The!first!moment!
concludes! the!design! stage,! the! second! the! implementation! stage.! In! this!way,!design!and!
implementation!practices,!as!well!as!judging!the!quality!and!success!of!the!design,!are!kept!
strictly! separate.! In! the! new! generation! design! approaches,! such! a! strict! separation! is! an!
exception! rather! than! a! normal! case! (Leonard)Barton! 1988).! Design! and! implementation!
may! also! run! more! or! less! in! parallel,! depending! on! the! contingencies! of! the! situation!
(Visscher!and!Visscher)Voerman!2010),!and!in!the!extreme!case,!design!and!implementation!
processes!may!even!come!to!a!closure!at!the!same!moment!(Eccles!1994).!!
!
The!strength!of!designing!as!co)construction!is!that!it!captures!the!complexities!of!the!design!
process.! Because! of! its! focus! on! activities! and! their! (temporary)! closure,! this! concept! can!
handle! parallel! and! open)ended! processes! much! better! than! phase)models! can.! But,!
because! phase)models! are! easily! communicable,! have! an! undertone! of! rationality,! and!
reinforce!the!‘illusion!of!control’!of!design!processes,!they!are!still!dominant,!in!particular!in!
practice)oriented!literature!(Visscher!2006).!
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Bricolage+
A! third! contribution! to!design! theory! is! the! view!of!designing!as!bricolage.!Bicolage! is! the!
situational! tinkering! with! the! resources! at! hand! (Lévi)Strauss! 1966;! Weick! 1993).! The!
designer!as!a!bricoleur!is!a!kind!of!Jack)of)all)trades,!improvising!a!design!with!the!tools!and!
materials! he! has! at! hand.! The! bricoleur! differs! from! a! classic! designers! in! the! latter’s!
problem)driven!and!structured!way!of!working.!As!an!example!of!a!bricoleur,!Harper!(1987)!
descibes!a!man!from!New!York!who!created!a!tractor!from!the!motor!of!a!hay!baler,!wheels!
of! a! Chevrolet,! the! gas! tank! of! an! outboard! motor,! and! several! materials! he! had!
accumulated! in! his! shed! over! the! years.! The! repertoire! of! a! bricoleur! is! “heterogeneous,!
because! what! it! contains! bears! no! relation! to! the! current! project,! nor! to! any! particular!
project,!but!is!the!contingent!result!of!all!the!occasions!there!have!been!to!renew!or!enrich!
the! stock! […].! [T]he! elements! are! collected! or! retained! on! the! principle! that! ‘they! may!
always!come!in!handy’.!Such!elements!are!specialized!up!to!a!point,![…]!but!not!enough!for!
each!of!them!to!have!only!one!definite!and!determinate!use,”!(Lévi)Strauss!1966,!17)18).!!
!
Productive!bricolage!requires!a!set!of!tools!and!materials!that!is!generic!and!flexible!enough!
to! be! useful! in! any! project,! regardless! of! the! specific! design! situation.! Building! such! a!
repertoire! has! a! receptive! and! coincidental! nature,! since! bricoleurs! do! not! search!
purposefully!for!a!specific!material,!lacking!the!guidance!of!a!specific!problem.!They!stumble!
over!materials! that! are! potentially! useful,! and! pick! them! up!without! knowing! in! advance!
whether!and!how!the!materials!will!be!used.!But!it!also!has!an!active!side.!Bricoleurs!go!to!
places!where! they!are! likely! to! stumble!over!materials,! recognize! their!potential! functions!
and! store! them! in! a!way! that! they! can! be! retrieved!when! needed.! They! also! develop! an!
intimate!knowledge!of!their!tools!and!materials!and!their!potentialities,!in!particular!by!using!
them!differently! in!different!projects! (Weick!1993).! In!design!processes,!which!are!seen!as!
processes!of!heterogeneous!engineering!(Law!1987;!Turnbull!1993),!materials!are!mobilized!
from! the!bricoleurs’! repertoires,! contextualized! and! transformed! in! order! to! be!useful! for!
the! project! at! hand.!While! improvising!with! these!materials,! bricoleurs! closely! watch! the!
emerging!forms!and!their!functionalities,!shaping!them!step)by)step.!There!is!no!blueprint,!
as!in!classic!design,!although!one!may!be!constructed!in!hindsight,!reflecting!the!design!that!
has!been!created.!In!the!design!process,!some!specific!resources!may!prove!to!be!lacking!in!
the! ‘shed’!of!the!bricoleur.!Acquiring!these!resources! is! then!project)specific!and!problem)
driven,!as!in!classic!design,!but!it!occurs!within!the!context!of!bricolage.!
!
The! strength! of! the! concept! of! bricolage! is! that! it! captures! the! complexities! of! applying!
knowledge!to!design!situations.!It!thematizes!the!art!of!designing!rather!than!the!science!of!
designing,! it! prioritizes! improvisation!over!methodical!working,! and! it! parts!with! the! strict!
separation!of!the!classic!design!approach!between!the!generic!and!the!specific.!But!although!
the! concept! of! bricolage! has! been! used! in! the! field! of! organizational! design,! to! capture!
improvisation!(Weick!1993)!and!the!building)up!of!design!repertoires!(Visscher!2006),!it!has!
not!been!used!yet!to!its!full!potential.!!
Concluding+remarks+
The! new! generation! of! design! approaches! strikes! out! on! a! middle! road! between! classic!
design!and!development,!combining,!mixing,!or!balancing!elements!from!each!approach!and!
synthesizing! the! dichotomies! described! in! table! I.! Designing! in! the! new! generation! differs!
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fundamentally!from!classic!designing!in!several!respects.!Firstly,!the!meaning!of!‘designing’!
changes.!In!the!new!generation,!the!emphasis!is!less!on!the!contriving!of!plans!or!blueprints!
and!their!subsequent! implementation,!and!more!on!the! integral!process!of!bringing!a!new!
organization!into!being.!Blueprints!can!be!made!for!aspects!of!the!design,!but!they!may!also!
be!made!afterwards!to!picture!the!results!of!the!design!processes,!or!be!left!out!entirely.!In!
new! generation! designing,! what! was! an! essential! characteristic! of! classic! designing! has!
become!a! situational!option.! Secondly,!new!generation!designing!distances! itself! from! the!
classic! connotation! of! control.! Classic! designing! is! ideally! a! controlled! process,! and! its!
purpose!is!the!control!of!people’s!behavior.!In!new!generation!designing,!there!is!room!for!
the! uncertain! and! the! unexpected,! and! the! purposes! of! designing! are! broader! and!more!
diverse!than!in!the!classic!approach.!“Designers!hope!to!improve!organizations”!as!Nystrom!
and! Starbuck! (1981)! say,! “to! make! organizations! more! efficient,! more! humane,! more!
rational,!more!fun,!more!useful!to!societies,!more!profitable!for!owners,!more!satisfying!to!
members,!more!submissive!to!top!managers,!more!democratic,!more!stable,!more!flexible,!
or! whatever! […],”! (Nystrom! and! Starbuck! 1981,! xiii).! Thirdly,! new! generation! designing! is!
more!complicated!than!classic!designing.!In!the!classic!design!approach,!‘how!to’!questions!
had!clear)cut!answers.!In!new!generation!design!approaches,!the!answer!always!starts!with!
‘it!depends’,! since! the!middle! road!between!classic!design!and!development!offers!a!wide!
range!of!possible!mixes.!Consider,!for!instance,!the!question!‘who!should!design?’.!Roughly,!
the! classic! approach! says! that! management! should! design,! while! the! developmental!
approach! recommends! that! as!many! people! as! possible! be! involved.! The! new! generation!
approach! advises! a! middle! road! between! management! alone! and! everyone! in! the!
organization,! substituting! the! question! ‘who! should! design?’! for! ‘who! is! to! be! involved! in!
which!stage!of!the!process,!to!do!what!for!which!part!or!aspect!of!the!design?’.!This!question!
elicits!subtle,!situational!answers,!whereas! in!the!classic!approach!the!answer! is!simple,!or!
the!question!would!not!have!been!asked!at!all.!
!
The!new!generation!of!design!approaches!brings!more!variety,!complexity,!and!situatedness!
into! the! theory! of! organizational! design.! In! a! metaphor! given! by! Schön! (1987),! it! is! the!
beginning! of! a! descent! from! the! pure! and! rigorous! high! ground! of! classic! design! into! the!
swampy! lowlands!where!practitioners! live! and!work.! The!new!generation! comes! closer! to!
what! organizational! designers! actually! do,! thus!making! organizational! design! theory!more!
realistic!and!more!relevant!for!practitioners.!To!further!develop!this!new!generation,!more!
study!of!actual!design!practice!is!necessary.!Deepgoing!studies!of!the!work!of!organizational!
designers! can! try! to! capture! the! complexities! and! contingencies! of! organizational! design.!
New! perspectives! on! designing,! such! as! reflection)in)action,! as! co)construction,! and! as!
bricolage! can! help! to! grasp! what! happens! in! practice! and! to! get! away! from! the! old! and!
unproductive!feud!between!design!and!development.!!
!
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!
Leadership! in! the!21st! century!will! require! skills! for!dealing!with! innovation,! creativity,!
business!ethics,!and!corporate!social! responsibilities.! !One! integrative! theme! is! that!of!
creative! leadership! as! a! means! of! addressing! the! challenges! which! confront!
contemporary! practitioners.! An! approach! to! developing! such! leadership! skills! is!
described.! ! It! has! been! developed! and! applied! in! regional! centres! around! the! world!
within!executive!MBA!programmes.!Project!teams!engage!with!contemporary!business!
issues!as! ‘living!cases’.! !Emphasis! is!placed!on! the!cognitive!processes!of!map!reading,!
map! making! and! map! testing,! and! on! the! dilemmas! which! confront! leaders.! ! The!
approach!has!interest!to!management!scholars!and!practitioners!alike.!
!
TAGS:! Business! ethics,! Inclusive! innovation,!Quality,! Innovation!management,! Creative!
leadership,!Dilemmas!of!leadership,!Cognitive!mapping!
Introduction+
An! earlier! study! ! (Rickards! and! Moger,! 2006)! content! analysed! articles! published! in! this!
journal!in!its!first!nine!years!of!publication.!!Nine!overlapping!themes!were!identified,!which!
indicated!how! leadership!played!a!part! in! the!production!of!creative! insights!or! innovative!
productivity.!!
!
!“Creativity! and! leadership! remain!highly!ambiguous! in!definitional! and!operational! terms.!
Innovation! is! somewhat! ambiguous!with!no!universally! agreed!definition,! although!mostly!
within!a!rationalistic!(‘modernist’)!context.!Management!has!acquired!acceptance!as!a!non)
contentious!term!associated!with!delivery!of!organised!work!tasks!according!to!rationalistic!
principles”!(Rickards!&!Moger,!2006:!14).!
!
The!study!also!stressed!the!need!for!more!attention!to!be!paid!to!exploring!the!relationships!
between! the! theory! and! practice! practices! of! creative! problem)solving! and! creative!
leadership!to!the!processes!of!creative!leadership.!
We!replicated!the!approach!in!a!limited!study!based!on!the!contents!on!a!single!and!recent!
issue! of! CIM,! to! explore! the!whether! the! broad! themes!we! had! found! had! retained! their!
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relevance.!We!selected!the!issue!Vol!20,!No!3,!Sept!2011!as!its!editors!noted!the!wide!range!
of!topics,!rather!than!a!focus!on!a!specific!theme.!
!
The! results! of! the! study! are! shown! in! Table! 1.! It! demonstrates! that! creative! leadership!
permeates!the!articles!to!be!found!in!the!issue,!and!provides!justification!for!addressing!the!
topic!in!this!paper.!
!
Topic+and+authors+ +Themes+ Findings/conclusions+
Jawecki+&+Gebauer+
‘A!comparison!of!creative!
behaviours!in!!online!
communities!across!cultures’!!
pp!144)156!
• Co)creativity!
• Creative!consumers!
• Virtual!networks!
• Cultural!differences!
• Open)innovation!
• ‘Community!leaders’!emerge!
with!influence!in!setting!of!
social!norms!and!values!in!the!
e)network!
• Greater!individualism!and!
competitiveness!of!the!English)
speaking!networks!
• The!communities!produced!
(‘co)created’)!imaginative!
design!concepts!addressing!
member!needs!!
Lindgren+&+Packendorff+++
‘Issues,!responsibilities!and!
identities:!A!distributed!
leadership!perspective!on!
biotechnology!R&D!
management’,!!
pp!157)170!!!
• Distributed!leadership!
• Leadership!of!innovation!
• Leader/follower!
dichotomy!
!
• Focus!shifts!from:!
• individual!leader!to!leader!
processes;!competencies!to!
practices!
• The!project!as!unit!to!‘situated!
social!interaction’!
Börjesson+&+Elmquist+
‘Developing!innovation!
capabilities;!A!longitudinal!
study!of!a!project!at!Volvo!cars’!!
pp!171)184!
• Dynamic!capabilities!
• Vision)building!and!
enacting!
• Sustainability!and!
environmental!leadership!
• Diffuse!(distributed)!leadership!
• Incremental!innovative!actions!
• Open!innovation!with!
facilitative!leadership!
Selart+&+Johansen+
‘Understanding!the!role!of!
value)focused!thinking!in!ideas!
management’!!
pp!196)206!
• Innovation)seeking!
approaches:!Alternatives!
seeking!and!!
• Values!seeking!
• Integration!of!alternative!
seeking!(creative)!with!values!
seeking!approaches!
• A!promising!combination!for!
innovation!leaders!
Mathisen+
‘Supporting!innovation!and!
creative!self)efficacy’!!
pp!185)195!
!
• Leadership!for!enhanced!
employee!creative!
contributions!
• Leader)member!exchange!
• Leaders!can!encourage!self)
efficacy!of!employees!
• Self)efficacy!establishes!a!
positive!environment!and!is!
associated!with!creative!
productivity!!!
Forest+&+Faucheux++
‘Stimulating!creative!rationality!
to!stimulate!innovation’!!
pp!207)212!!
• Combining!creative!and!
rational!models!of!
thought!and!social!action!
• Concept/knowledge!
theory!
• Innovation!leadership!
• Educators!as!thought!leaders!
initiate!a!‘pedagogy!of!
adventure’!
!
Table!1:!
Emerging!Creative!Leadership!Themes!as!Illustrated!in!Contents!of!a!Recent!CIM!Issue!(Volume!20,!
No!3,!September!!2011,!pp143)206)!
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Background+the+GEL+workshop+
A! significant! component! of! our! teaching! and! research! draws! on! activities! within! MBA!
courses!at!Manchester!Business!School!(Wilson,!1992)!and!particularly!on!its!project)based!
approach! which! has! become! known! as! The! Manchester! Method! ! (Rickards,! Hyde,! &!
Papamichail!2005).!!
!
This!approach!is!designed!around!‘live’!project!work,!which!involves!student!groups!working!
with! organisations! on! specified! projects.! ! It! drew! on! an! eclectic! set! of! influences! from!
colleagues!at!Manchester! including! !the!action!research!methodology!of!Revans!(1998)!for!
its! emphasis!on! self)directed! learning!groups!or! ‘sets,! and! the! socio)technical! approach!of!
the!Tavistock!Institute!(!Hirschheim!!&!!Poora,!2007)!for!insights!into!the!psychodynamics!of!
group!behaviour.!!A!more!indirect!influence!came!from!the!pioneering!work!of!Stafford!Beer!
into!managerial!cybernetics!and!complexity!theory!(Beer,!1966,!1979).!
!
Across! several! decades,! approximately! 4500! participants! in! 700! such! teams! experienced!
creativity!training!as!preparation!for!their!project!work.!!By!the!late!1990s,!when!executive!
education!activities!were!included!,!‘over!2,000!work!teams!from!40!different!countries!were!
involved’!(Rickards!&!Moger,!1999:!xi).!!!
!
Most!Manchester!Method!projects!were!selected!as!being!suitable!for!a!small!project!team!
of! 5)6!members!working! over! a! time! period! of!weeks.! !When! projects!were! substantially!
larger,! the! work! is! shared! by! splitting! up! a! large! project! into! sub)projects! allocated! to!
different!teams.!!For!example,!in!a!project!for!UNIDO,!approximately!20!small!teams!worked!
on! a! large! project! on! sustainability.! ! Collectively,! the! work! produced! a! diagnostic! tool!
accepted! for! use! by! UNIDO! ! for! supporting! the! transfer! of! technology! into! third)world!
sustainability!projects!!(Rickards,!Hyde,!&!Papamichail!2005).!!
Teaching,+Learning+and+Research+
The! pedagogic! approach! was! productive! of! research! which! fed! back! into! to! the! creative!
leadership!workshops.!!The!implications!were!introduced!into!teaching!as!‘benign!structures’!
to! enhance! team! effectiveness! including! team! creativity! (Moger! &! Rickards,! 1999).! ! The!
evidence! suggested! that! effective! leaders! were! creative! not! at! discovering! functional!
solutions!required!for! the!project!client,!but!creative! in! facilitating!the!behaviours!of! team!
members.!Although!beyond! the! scope!of! this! article,! the! symbiosis!between! teaching!and!
investigations! of! the! teaching! was! to! produce! well)validated! metrics! for! assessing! team!
factors!and!team!leadership!(Rickards,!Chen,!&!Moger!2001).!!
From+classroom+to+business+practice+and+back+
The!MBA! projects! were! always! made! as! realistic! as! possible.! ! This! permitted! transfer! to!
further!support!of!business!practices.!A!further!reflexive!turn!was!to!occur!as!a!consequence!
of! new! challenges! of! the! 21st! century! and! the! challenge! of! applying! the! experiences!
developed!within!full)time!education!courses!to!business!education!combining!face)to)face!
workshops!with!personal!study!and!e)learning!tutorials!(blended!learning).!!
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The+Global+Events+and+Leadership+programme+
The!new!programmes!came!about!after! the!establishment!of!an!executive!education!MBA!
course! incorporated! as!Manchester! Business! School!Worldwide! (MBSW).!A!new! front)end!
was! introduced! as! an! examined! module! under! the! module! title! Global! Events! and!
Leadership.! ! GEL! began! with! a! two)day! workshop,! followed! by! a! ten)! unit! study.! ! ! The!
module!was!conceived!as!a!means!of!facilitating!situated!learning!in!the!global!environment,!
and!was!tailored!to!the!developmental!needs!of!executive!MBA!students.!!!The!brief!was!to!
transfer!in!appropriate!fashion!the!pedagogic!principles!of!the!full)time!MBA!course!into!the!
new!international!executive!context.!!!!
Structure+of+the+Leadership+Development+Workshop+
The!primary! learning!objective!of! the!workshop! is! to!develop!awareness! in!participants!of!
the! principles! and! application! of! critical! thinking! within! the! context! of! realistic! on)going!
business! examples! requiring! difficult! leadership! decisions.! ! Support! is! offered! through! a!
structured!approach! for!studying! the!cases!which! involves! identifying!dilemmas!within! the!
situation,! and! exploring! decisions! through! the! processes! of! examining! texts! through! the!
metaphors!of!conceptual!map!reading,!testing,!and!making!(Rickards!&!Clark,!2005;!Rickards,!
2011).!!
The!emphasis!is!on!personal!learning:!“the!most!important!leader!studied!in!this!program!is!
yourself”! (! Rickards,! 2011:! Preface,! ! x).! The! ten!weeks! of! study! subsequently! encourages!
exploration!of!leadership!practice!and!theories,!and!the!dilemmas!presented.!!!!
!
Thus,!in!trust)based!leadership!unconditional!trust!in!a!charismatic!leader’s!authority!places!
potential!dilemmas!of!exploitation!of!the!vulnerable!followers!(Dirks!&!Ferrin,!2002).!!Ethical!
leadership! (Sucher,! 2008)! provides! particularly! difficult! dilemmas! if! only! rational! decision)
making!is!applied.!!Pragmatism!may!conflict!with!a!leader’s!moral!belief!systems.!!Even!more!
complicated!is!where!a!leader!may!struggle!with!two!distinct!yet!different!moral!imperatives!
(Kidder,!1995)!so!painfully!illustrated!in!its!ultimate!form!in!the!Film!Sophie’s!Choice.!
The! project! form! is! a! ‘living! case’! in! the! sense! of! an! encounter!with! an! on)going! real)life!
business! challenge.! ! The! approach! is! similar! to! that! found! in! other! project)based! courses!
such!as!the!Zurich!Living!Case!(Lorange!Institute,!2012).!
!
A! typical! project! and! project! brief! are! shown! in! Table! 2.! ! The! project! briefs! are! written!
specifically!for!each!workshop,!selected!for!their!richness! in!exploring! leadership!dilemmas!
in! contemporary! global! contexts.! ! Each! brief! is! derived! from! a! post! published! in! the!
leadership! website! Leaders! We! Deserve.! ! The! example! in! Table! 2! is! based! on! the! post!
‘Hawkeye! gobbled! up! by! Sony:! Is! this! a! good! strategic! match?’! (Rickards,! 2011).!
[http://leaderswedeserve.wordpress.com/2011/03/08/hawk)eye)gobbled)up)by)sony)is)
this)a)good)strategic)match/!
!
Emphasis! is!placed!on!dealing!with!representatives!of!two!audiences,!one!who! ! ‘should!be!
assumed!to!be!a!senior!executive’!representing!the!focal!organization!of!the!case,!and!the!
other! representing! a! tutor! acting! to! assess! whether! the! team! has! shown! evidence! of!
understanding!of!leadership!concepts!introduced!into!its!presentation.!!This!provides!a!sharp!
focus!to!the!nature!of!the!ambiguities!confronting!leaders,!as!teams!are!made!aware!of!the!
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difficulties!in!dealing!with!individuals!with!sets!of!non)aligned!needs!and!beliefs.!!This!is!the!
ambiguity!which!pervades!the!literature!of!the!contemporary!business!studies!and!practice.!!!
!
Project+Brief:+Hawkeye+
!
At!first!sight,!the!takeover!of!Hawk)Eye!by!Sony!has!marketing!logic!behind!it.!!Sony!has!
successfully!diversified!through!sophisticated!technological!innovation!in!the!electronic!games!
market.!!It!has!recently!announced!a!deal!to!deliver!3D!at!the!next!Wimbledon!tennis!
championships.!![http://www.sportbusiness.com/news/183214/wimbledon)to)undergo)3d)
revolution!]!
!
The!tiny!firm!Hawk)Eye!is!synonymous!with!a!technological!capability!in!the!sports!market.!!It!has!
niche!market!leadership!in!tracking!devices!used!as!decision)support!systems.!Intuitively,!there!
seems!synergy!with!Sony’s!Play!station!technological!knowhow.!The!firm!is!well)placed!to!be!the!
official!supplier!of!such!a!system!modified!for!Football.![!
http://www.newscientist.com/blogs/onepercent/2011/03/will)tech)mediated)justice)fin.html!]!
although!the!debate!over!the!use!of!goal)line!technology!still!rages!on.![!
http://news.bbc.co.uk/sport1/hi/football/9415366.stm!]!
!
Dr!Paul!Hawkins,!the!entrepreneur!behind!the!Hawk)Eye!system!has!been!associated!with!the!
firm!since!its!inception,!and!has!some!backing!from!the!cricketing!establishment.!Initial!reports!
suggest!he!will!continue!to!play!some!part!in!the!development!of!the!technology!within!the!
mighty!Sony!Empire.!!!The!Hawk)Eye!official!website!http://www.hawkeyeinnovations.co.uk/!
summarises!its!sports!technology!focus.!!
+
There!is!considerable!appeal!for!large!firms!to!acquire!creative!talent.!!The!business!model!is!to!
provide!resources!that!are!often!needed!to!support!creative!growth.!!The!small!firm!escapes!the!
hazards!of!dealing!with!venture!capitalists!and!other!equally!demanding!sources!of!finance.!
However,!in!practice!the!process!may!prove!unpalatable!for!the!entrepreneur!and!team!members!
unaccustomed!to!large!company!structures,!culture!and!politics.!
+
Examine!the!case.!!Explore!the!issue!and!prepare!a!Powerpoint!(10!overheads!maximum)!to!
support!your!presentation!to!an!audience!including!a!‘client’!and!your!tutor!from!Manchester!
Business!School!faculty.!!
!
Note:!!this!project!brief!was!developed!from!materials!published!as!
http://leaderswedeserve.wordpress.com/2011/03/08/hawk)eye)gobbled)up)by)sony)is)this)a)
good)strategic)match!
Client+Brief+
!
The!client!is!a!senior!executive!of!the!Hawk)Eye!company!looking!for!imaginative!ideas!for!
discussing!the!future!of!Hawk)Eye!within!the!Sony!organization.!!!Please!note!you!should!make!
your!presentation!in!a!way!to!show!how!you!are!attempting!to!satisfy!the!interests!(as!you!assess!
them)!both!of!the!client!representative!and!of!the!MBS!faculty!representative).!
!
Use!web)based!search!to!ensure!you!are!aware!of!the!most!recent!information!available!on!the!
case.!!You!should!see!if!your!arguments!can!be!backed!up!with!information!available!within!the!
GEL!study!guide!and!textbook!materials.!!!
!
Table!2:!
Illustration!of!!Project!and!Client!Briefs!used!within!a!GEL!Leadership!Development!Workshop!
!
Creativity! has! been! concerned! with! issues! of! ambiguities! of! perception! and! its! tolerance!
since! the! time! of! the! gestalt! psychologists! (Wertheimer,1959);! advocates! of! deferral! of!
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judgement! (Parnes,! 1963;! Stein,! 1974);! and!more! recently! through! cognitive!psychologists!
such!as!Furnham!(1994);!Smith,!(1995);!and!Wang,!Zhang!&!Martoccio!(2011)!!
!
In!GEL!workshops,! participants! of! a! team! are! encouraged! to! engage!with! the! ambiguities!
both!of!the!project,!and!those!within!the!case!study,!in!terms!of!dilemmas!facing!the!leaders.!!
The!challenge!is!to!take!the!project!brief!provided!and!which!are!brought!more!into!focus!by!
the!challenge!of!addressing!professional!and!scholarly!requirements!(the!project!client!and!
faculty!examiner!respectively).!!!!
!
An! emergent! finding! from! the! work! has! been! recognition! that! effective! leadership! and!
creativity! overlap! strongly,! leading! to! the! conclusion! that! ‘creativity! is! a! leader’s! secret!
weapon’!(Rickards!&!Moger,!2008).!
!
Information!from!self)report!assessments,!and!on)line!discussions!monitored!by!tutors!and!
e)! suggests! variations! across! cultures! in! participants’! prior! leadership! experiences! and!
beliefs.! !However,! Team!Factor! Inventory! (TFI)!metrics! (Rickards,!&!Moger,! (2001)! applied!
across!the!various!locations,!show!no!significant!cultural!variations!in!team!performance!or!
leadership!style.!
!
Evidence!from!the!personal!assignment!suggests!that!the!majority!of!participants!apply!the!
processes! of! identifying! dilemmas! and! developing! reflective! cognitive! mapping! skills! to!
analysis!of!business!challenges.! !Experiential! learning!occurs!(Stavenga!de!Jong!et!al,!2006)!
with! possible! gains! in! higher)level! employability! skills! such! as! critical! thinking! (Australian!
Government!Report!2002).!
!
Experiential! learning! is! notoriously! difficult! to! evaluate! (McCauley,! Moxley,! &! Van! Elsor,!
2003).!Our! results!have! to!be! treated! cautiously!before!more!generalised! claims!might!be!
made! with! confidence.! ! ! Nevertheless,! the! elements! within! the! programme! justify! more!
extended!testing!in!differing!contexts!in!which!development!of!leadership!skills!are!valued.!
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Innovation,+a+new+mantra+
Innovation! is! one! of! the!most! pervasive! management! and! policy! themes! of! the! last! two!
decades.!Ever!since!Joseph!Schumpeter!and!Robert!Solow!pioneered!their!original!scientific!
reflections!and!subsequent!studies!on! the! impact!of! innovation!on!economic!performance!
and!growth,!innovation!activities!have!been!propelled!to!the!forefront!of!strategy!and!policy!
attention.! As! innovation! has! been! shown! to! significantly! contribute! to!welfare! creation,! a!
plethora!of!scholars!has!sought!to!understand!what!factors!are!responsible!for!the!creation!
of!successful,!persistent!innovation!engines.!!
!
Many! studies! have! come! to! underline! how! the! free! market! environment! has! been!
particularly! conducive! to! the! exponential! growth! of! innovation! activity! and! its! outcomes!
over! the! last!century.!The!continuous! interplay!between! innovation!activity,!a! free!market!
environment! and! a! well! functioning,! supportive! environment! in! terms! of! contracts! and!
intellectual! property! rights,! breeds! both! the! necessary! and! sufficient! conditions! for!
innovations! to! thrive! and!grow.!And,! as!we! look! into! the!huge!advancements! in! technical!
and!economic!prowess! and!progress! that! can!be!observed! since! the!beginning!of! the! last!
century,!none!of!us!will!deny!the!many,!often!healthy,!effects!innovation!activity!continues!
to!have!on!our!modern! society.! Therefore,! the!emergence!of! “innovation”!as! the!modern!
mantra!in!economic!policy!does!not!astonish.!!!
!
Almost! as! a! logic! consequence! of! its! various! outcomes! and! multifaceted! impacts,! the!
innovation! scene! has! become! highly! diverse.! Times! are! long! gone! when! innovation! was!
mainly! equated! with! technology.! In! present! society,! innovation! is! so! pervasive,! that! it!
permeates!throughout!almost!every!nerve!of!human!activity.!Innovation!is!no!longer!“only”!
about! daring! technology! projects! like! putting! a! man! on! the! moon.! Product! innovation,!
process! innovation,! service! innovation,!design! innovation,! social! innovation,!organizational!
innovation,!etc.!have!become!so!many!different!foci!of!our!collective!innovation!efforts.!We!
have!further!learned!to!appreciate!that!innovation!efforts!occur!in!many!types!and!shades.!
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Reference! is! now! made! to! incremental! innovation,! continuous! innovation,! sustaining!
innovation,! radical! innovation,! breakthrough! innovation,! disruptive! innovation,! strategic!
innovation! etc.! In! other! words,! innovation! is! a! phenomenon! spanning! a! highly! diverse,!
complex!portfolio!of!human!activity.!
!
This!diversity!in!terms!of!impact,!function!and!format!has!led!to!the!need!for!a!much!deeper!
scrutiny!on!the!essence!of!innovation:!what!is!it!all!about?!…!What!is!innovation’s!ultimate,!
“grand”!objective?!During!the! last!decade,!value!creation!has! increasingly!been!mentioned!
as!the!“essence”!of!human!innovation!activities.!We!innovate!because!we!intend!to!create!
value.!We! know! that! risk! and! uncertainty! are! companions! during! the! innovation! journey,!
however!they!are!the!well)accepted!corollaries!of!value!creation.!
!
Firms!and!entrepreneurs!intend!to!capture!at!least!part!of!that!value!(this!is!where!the!free!
market!environment!and!the!need!for!well)functioning!legal!contract!systems!come!in)!as!a!
just!reward!for!the!risks!they!take.!The!“value–risk)reward”!triangle!is!therefore!at!the!heart!
of! understanding!our!motives! and! incentives! to! innovate.! The! “value)risk)reward”! triangle!
sets! heroic,! entrepreneurial! animal! spirits! in! motion! that! act! as! an! innovation’s! agents.!
Through!their!relentless,!often!heroic!efforts,!they!create!value!and!may!ultimately!change!
the!face!of!their!industry!or!even!society.!!!!
!
Needless! to! say,! this! value)driven! view! today! determines! and! articulates! the! ultimate!
“utility”! of! innovation! to! society,! to! companies,! to! customers,! to! patients,! to! citizens,! …!
Needless!to!say,!we!have!all!come!to!take!a!quite!utilitarian!perspective!on!innovation!as!a!
strong!engine!of!wealth!creation.!!So,!is!this!the!ultimate!view!that!should!prevail?!
+ValueUdriven+innovation:+cui+bono?+
Despite! the! high! hopes! for! our! innovation! efforts’! positive! societal! impact! through! the!
process!of!value!creation,!their!darker!side,!i.e.!their!value!destruction!potential,!has!at!times!
loomed! largely!and!visibly.!From!a!purely!economic!perspective,! the!eternal!gales!of!value!
creation! and! value! destruction! have! been! at! the! heart! of! a! wide! array! of! theories! on!
economic!cycles!of!growth,!decline,!rebirth!and!new!growth.!So,!we!might!just!assume!that!
those!cycles!of!value!creation!and!value!destruction!are!nothing!to!be!deeply!worried!about.!
They!just!happen,!and!we!just!have!to!accept!them,!because!after!every!dark!cloud,!a!new!
and!brighter!horizon!looms.!But,!is!it!that!simple?!Are!we!allowed!to!be!that!naïve?!
!
We! think! not.! The! recent! disruptive! destruction! brought! about! by! financial! service!
innovations! still! is! at! least! in! the! back! of! our!minds.!What! seemed! a! relentless! engine! of!
value!creation!has!become!a!weapon!of!financial!mass!destruction.!How!can!that!be?!What!
lessons!can!be!drawn!from!it?!!
!
For! sure,! the! financial! crisis!meltdown! is! not! the! only! example! of! innovative! efforts! gone!
awry.!There!are!other!ones!to!mention.!But,!for!the!sake!of!the!arguments!developed!in!this!
brief!essay,!we!restrict!our!short!“empirical”!case!to!the!recent!financial!crisis.!
!
There!have!been!many!accounts!on! the!origins!of! this! crisis.!One!of! the!most! striking!and!
sticking!ones,! though,! is! the!book!and! story!by!Michael! Lewis! (2010),! titled!The!Big!Short.!
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Michael!Lewis’!excellent!and!captivating!analysis!is!)))!amongst!many!other!sources!)))!based!
on!the!meticulous!thesis!work!by!Anna!Katherine!Barnett)Hart!(The!Story!of!the!CDO!Market!
Meltdown,!2009),!a!Harvard!University!student.!As!the!reader!absorbs!page)by)page!of!this!
breath)taking! analysis,! he! can! only! be! utterly! perplexed! by! the! myriad! of! personal,!
organizational!and!systemic!malpractices!that!unfold!line)by)line!throughout!the!book.!
!
Obviously,!all!that!could!go!wrong!in!a!“rational!man”!type!of!economic!setting!did!go!wrong!
in! this! instance.! Problems!of!moral! hazard,! of! agency,! of! lack!of! professional! integrity! are!
omnipresent! throughout! the! financial! services! innovation! cycle! described! and! analyzed! in!
great!depth!and!detail.!This!myriad!of!problems!definitely!sheds!an! inquisitive! light!on!the!
value)driven,! utilitarian! perspective! on! innovation! as! described! above! and! as! quite!
omnipresent!today.!
!
When!reviewing!those!problems,!we!are!reminded!of!the!profound,!skeptical,!philosophical!
analysis! on! utilitarian! behavior! as! articulated! by! Bernard! Williams! (Morality,! Cambridge!
University! Press,! 2007,! sixth! printing):! “One! disturbing! effect! of! people! being! active! and!
conscious!utilitarians!is!that!it!tends!to!debase!moral!currency:!a!Gresham’s!Law!operates,!by!
which! the!bad!acts!of!bad!men!elicit! from!better!men!acts!which,! in!better! circumstances,!
would!also!be!bad.”!
!
Taking! the! value)driven! view! on! innovation! as! a! mantra! thus! acutely! raises! fundamental!
questions! about! the! values! driving! this! innovation! mantra.! And,! this! is! where! the! moral!
dimension!of!innovation!comes!in.!!A!dimension!most!often!neglected.!A!dimension!raising!
the!acute!question:!cui!bono?!It!firmly!reminds!us!of!Adam!Smith’s!too!often!neglected!work!
on!the!Theory!of!Moral!Sentiments:!the!creation!of!economic!wealth!does!not!only!require!
the!“invisible”!hand!of!the!market,!but!also!the!“invisible”!mindset!of!moral!integrity.!!!
!
Unfortunately,! innovation! experts,! innovation! managers,! innovation! teachers,! and!
innovation!students!too!often!seem!to!forget!or!neglect!this!moral!dimension.!So,!how!could!
or!should!we,!as!innovation!scholars,!move!on!from!here?!
From+ value+ to+ values,+ integrating+ the+ moral+ dimension+ into+ innovation+
management+
In! order! to! integrate! this!moral,! or! values)based,! dimension! into! innovation!management!
and! policy! practice,! it! is! important! to! appreciate! its! multifaceted! nature.! In! order! to!
introduce!moral!reflexive!practice,!we!should!be!aware!of!the!multiple!levels!at!which!moral!
reflections!should!operate,!namely:!! The!personal!level!of!moral!integrity!and!values;!! The!level!of!incentive!and!motivational!systems!deployed!throughout!the!organization;!! The!level!of!processes!and!procedures!deployed!when!assessing,!selecting!and!
monitoring!innovation!activities;!! The!level!of!ethical!conduct!as!embedded!in!our!governance!practices!and!standards.!
!
As! a! consequence,! when! we! integrate! the! moral! dimension! into! innovation! research,!
practice! and! education,! we! have! to! take! into! account! the! multilayered! nature! of! this!
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endeavor.! And! of! course,! in! doing! so,! we! should! rely! on! the! rich! variety! of! insights! and!
lessons!learned!from!the!fields!of!ethics!and!governance.!!
!
As!teachers!of!innovation!management,!though,!it!also!means!that!we!should!introduce!the!
concept!and!notion!of!“values”! into!our!teaching!activities.! In!doing!so,!we! intend!to!raise!
students’! awareness! of! the!basic! fact! that! innovation! is! both! about! economic! and!human!
values.! So! that! they!may! understand! and! come! to! grips! with! the! full! consequences! their!
future!innovation!endeavors!may!create.!Not!to!stifle!the!value!of!innovation,!but!precisely!
to!enhance!its!intrinsic!value.!!
!
In! the! meantime,! a! wealth! of! innovation! cases! and! events! (and! their! consequences)! is!
available! that!can!guide!and!aid! those!efforts.!Here!we!do!not!have! to! start! from!scratch.!
Vast!sources!of!inspiration,!wisdom!and!scientific!insight!do!exist.!The!field!of!medical!ethics,!
for!instance,!provides!us!with!a!vast!array!of!theoretical!and!methodological!approaches!that!
can! quite! readily! be! used! as! sources! of! inspiration! for! our! subject! field! of! innovation!
management.!For!a!brief!overview,!we!refer!to!Tony!Hope,!Medical!Ethics,!Oxford!University!
Press,!2004.!Just!let!us!take!those!insights!seriously,!reflect!upon!them!from!our!perspective!
as!innovation!teachers!and!scholars,!and!by!doing!so!come!to!a!new!synthesis!as!to!value(s))
based!innovation!management!theory!and!practice.!It!will!not!harm!us,!on!the!contrary!!
Moving+from+here:+introducing+values+into+valueUdriven+innovation,+a+tribute+
to+Olaf+Fisscher+
We!are!convinced!these!brief!reflections!go!to!the!heart!of!the!scientific!life!of!Olaf!Fisscher.!
Broadening!and!deepening!our!understanding!of!the!nature!of!organization!and!innovation!
have! been! the! cornerstones! of! his! scientific! career.! He! never! wanted! this! to! be! a! pure!
mechanical,!rationality)driven)only!type!of!activity.!Innovation!is!triggered!by!human!action,!
by!our! creative!genius,!by!our! conviction! that!man!can!continuously! remodel,! rethink!and!
renew!the!tools,!the!methods,!and!the!environment!that!should!allow!him!to!lead!a!better!
life.! So! far,! we! have! primarily! looked! upon! this! tremendous! opportunity! (and! challenge)!
from!a!highly!economic!point!of!view.!
!
This!perspective!has!brought!us!many!breakthroughs!and!advances.!However,!from!time!to!
time,!dismal! failures!have!occurred.!A!closer!scrutiny!of! those!failures!shows!that!they!are!
not! only! caused! by! the! presence! of! the! huge! and! many! uncertainties! at! the! technical,!
financial!or!commercial!frontier,!as!they!have!amply!been!documented!throughout!the!rich!
literature!on!innovation.!
!
At!least!some!of!them,!and!unfortunately!not!the!least!amongst!them,!have!been!caused!by!
a!neglect!of!moral! values! as! to!what! can!be! considered!acceptable! versus! less! acceptable!
(business!innovation)!practice.!Therefore,!introducing!a!moral,!values)driven,!dimension!into!
innovation!theory!and!practice!should!be!high!on!our!agenda.!
!
Innovation!activity!will!then!not!only!be!at!the!center!of!our!economy,!but!also!at!the!very!
heart!of!humanity!and!society.! !When!we!do!so,!we!will!not!be!able!to!think!of!any!better!
tribute!or!homage!to!Olaf.!!
! +
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The!introduction!of! innovations!in!organizations!with!high!professionalization!seems!to!
lead!to!mixed!results!in!practice.!It!is!widely!known!that!innovation!adoption!success!is!
largely! dependent! on! user! commitment! and! absorption! of! the! innovation! in! work!
processes.! However,! the! hardest! task! for! any! person! interested! in! innovation!
implementation!activities!!is!how!to!achieve!high!levels!of!commitment!and!acceptance!
of!those!stakeholders!that!matter!the!most.! In!this!article,!we!argue!that!much!can!be!
gained! by! having! good! insights! in! indicators! of! both! influence! and! acceptance! of!
stakeholders! during! innovation! implementation! and! adoption! phases;! the! so)called!
socio)technical! dynamics.! To! gain! insights! in! a! stakeholder’s! potential! influence! and!
potential! acceptance! of! the! innovation!during! the! innovation! implementation! project,!
we!argue!that!stakeholder!capacity!and!intentions!are!key!characteristics.!By!reviewing!
relevant! theoretical! foundations! relating! to! innovation! implementation,! technology!
acceptance! and! stakeholder! theory,! we! argue! that! literature! considering! the!
combination!of!both!capacity!as!well!as!intentions!in!an!integrated!evaluation!model!is!
scarce.!!
In!this!article,!we!are!presenting!a!synthesized!model!and!methodology!for!the!iterative!
evaluation! of! stakeholder! dynamics! during! innovation! implementations;! the!
stakeholder)based! innovation! acceptance! web! (SIAW).! Insights! in! the! combination! of!
capacity! and! intentions! dimensions! can! help! in! focusing! and! matching! engagement!
strategies.!The!practical!model,!as!part!of!the! iterative!methodology,!aids! in!visualizing!
and! classifying! stakeholders! in! order! to! determine! stakeholder! engagement! priorities!
during! an! innovation! implementation! project.! Preliminary! findings! using! the! here!
described! methodology! look! promising! and! indeed! seem! to! support! stakeholder!
engagement!decision!making!favoring!innovation!adoption!outcome.!!
!!!!!!!!!!!!!!!!!!!!!!!!!! ! ! ! ! ! ! ! ! !!
Keywords:!innovation!adoption,!stakeholder!analysis,!stakeholder!dynamics,!technology!
acceptance.!!
+
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Introduction+
The!introduction!of!new!technology!in!organizations!with!high!professionalization!seems!to!
lead! to! mixed! success! results! in! practice.! Project! managers! continuously! have! to! decide!
when! and! how! to! engage! a! large! arena! of! different! stakeholders! during! the! innovation!
implementation! process,! in! order! to! optimize! the! innovation! outcomes! (Vos! and!
Achterkamp! 2006).! According! to! Ferlie! et! al.! (2005),! high! professionalization! of! an!
organization!can!slow!innovation!spread!due!to!social!and!cognitive!barriers.!These!kinds!of!
professional! differences! can! only! be! overcome! by! means! of! social! interaction,! trust! and!
motivation.! The! social! interaction! between! peers,! sharing! opinions! within! the! own!
community!of!practice,!is!of!high!importance!in!that!respect!(Gallivan!2000).!Creating!trust,!
motivation!and!ensuring!appropriate!levels!of!interaction!can!be!achieved!through!means!of!
active! and! matching! modes! of! engagement! during! the! innovation! implementation.! This!
demands! a! clear! view! of! the! stakeholder! environment! relevant! for! the! innovation!
implementation! and! the! individual! and! clustered! stakeholder! interests,! stakes,! intention,!
influential! power! and! values.! Only! then! active! engagement! strategies! and! corrective!
interventions!can!take!form!and!can!be!evaluated!over!the!course!of!the!innovation!journey.!
In!practice!however,!we!often!do!not!have!the!time!nor!opportunity!to!engage!actively!with!
all! stakeholders! involved.! Therefore,! it! would! be! of! great! value! to! be! able! prioritize!
stakeholder!in!such!a!way!that!both!influence!and!intentions!of!a!stakeholder!can!be!taken!
into!consideration.!!
!
In! this! article! we! explore! whether! such! an! integrated! model,! taking! into! account! both!
dimensions! of! influence! and! acceptance,! does! exist! and!what! constructs!would!matter! in!
designing!such!a!model.!!
Eventually,!the!main!goal!of!this!article!is!to!present!a!practical!tool!and!methodology!that!
enhances!insights! in!complex!stakeholder!environments.!We!hypothesize!that!for!a!correct!
fit! between! engagement! strategies! and! stakeholder! environment,! we! need! combined!
insights!in!technology!acceptance!of!stakeholders!as!well!as!stakeholder!influential!capacity!
on!innovation!outcomes.!In!other!words,!we!need!a!tool!that!is!able!to!answer!the!questions!
of!who!matters! and! in!what!way,! in! such! a!way! that! it! can! be! used! in! practice! to! design!
engagement!strategies!and!corrective!actions.!
!
In! this! article!we!are! focusing!on! the! implementation!of! innovations! in!organizations!with!
high! professionalization.! This! paragraph! highlights! some! key! innovation! concepts! and!
findings!in!research!potentially!relevant!for!our!research!goal.!!
As! described! by! Frambach! (2002),! product! innovation! adoption! is! the! decision! of! any!
individual!or!organization!to!make!use!of!an! innovation!(Frambach!and!Schillewaert!2002).!
This! implicates!an! innovation! to!be!a! static! yes!or!no!decision.! In!his!dissertations,!Rogers!
(1995)!considers!innovation!adoption!more!as!a!process!than!just!a!discrete!decision!in!time.!
He! describes! innovation! adoption! as! the! process! through! which! an! individual! or! other!
decision!making!unit! passes! from! first! knowledge!of!an! innovation,! to! forming!an!attitude!
toward!the!innovation,!to!a!decision!to!adopt!or!reject,!to!implementation!of!the!new!idea,!
and!to!confirmation!of!this!decision!(Rogers!1995).!In!the!point!of!view!of!Van!de!Ven!(1989),!
the!above!mentioned!phases!and!activities!may!occur!sequentially,!but!always!with!feedback!
and!feed)forward!loops.!(Van!de!Ven,!Angle!et!al.!1989;!Rip!and!Schot!2002)!In!other!words,!
according!to!the!process!view!of!innovation,!there’s!a!continuous!change!and!evolvement!of!
salient! stakeholders! as!well! as! the! innovation! at! hand.! This! can! be! best! described! by! the!
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innovation! journey!analogy!of!Van!de!Ven!(1989);!there’s!no!preset!path!given! in!advance,!
travelers!create!a!path!by!walking.!!
Stakeholder+Dynamics+
We! consider! the! travelers! of! this! innovation! journey! as! stakeholders! of! the! innovation! at!
hand.! For! the! definition! of! a! stakeholder! we! refer! to! the! description! of! Freeman! (1984)!
where! a! stakeholder! in! an! organization! is! by! definition! any! group! or! individual! who! can!
affect! or! is! affected! by! the! achievement! of! the! organization’s! objective.! Clarkson! (1995)!
extends! the! concept!of! stakeholder! to!a!person!or! groups! that!have,!or! claim,!ownership,!
rights,!or!interests!in!a!corporation!and!its!activities,!past,!present,!or!future!(Clarkson!1995).!
In!other!words,!stakeholders!are!located!either!internal!or!external!of!the!organization,!with!
some!sort!of!interest!and/or!stake!with!respect!to!an!objective,!in!our!case,!the!innovation!
(objectives)! that! can! change! over! time.! Important! to! note! is! that! the! set! and! number! of!
stakeholders!are! context)! and! time!dependent!and!viewpoints!and!wishes!of! stakeholders!
may! change!over! time! (Burgelman!and! Sayles! 1986;! Pouloudi! 1999;! Pouloudi! and!Whitley!
2000).! In! their! research,! stakeholder! behavior! can! be! captured! in! a! set! of! universal!
principles.! These! principles! lead! to! a! set! of! implications! for! the! proper! identification! and!
classification!of!stakeholders.!!
!
Principles+of+stakeholder+behavior+ Implications+for+stakeholder+identification+and+
analysis+
1. The!set!and!number!of!stakeholders!are!
context!and!time!dependent!
• Stakeholder!map!should!reflect!the!context!
• Stakeholder!map!should!be!reviewed!over!
time!
2. Stakeholders!can!not!be!viewed!in!
isolation!
• Consider!how!stakeholders!are!linked!
3. A!stakeholder’s!role!may!change!over!time! • Adopt!a!long)term!perspective;!study!how!
perceptions!change!4. Stakeholders!may!have!multiple!roles!
5. Different!stakeholders!may!have!different!
perspectives!and!wishes!
• There!are!different!versions!of!the!
stakeholder!map!for!different!perspectives!
6. The!viewpoints!and!wishes!of!
stakeholders!may!change!over!time!
• These!different!versions!should!be!studied!
over!time!
7. Stakeholders!may!be!unable!to!serve!their!
interests!or!realize!their!wishes!
• Need!to!consider!political!issues!(as!well!as!
technical,!economic!or!other)!
!
Table!1:!
Key!stakeholder!behavior!principles!
!
The!principles! implicate! that,! due! to! the!dynamic! nature!of! the! stakeholder! environment,!
only!by!means!of!iterative!stakeholder!analyses,!insight!in!the!composition!and!influences!of!
the! stakeholder! environment! can! be! gained! in! relation! to! the! specific! innovation.! For! the!
purpose! of! our! research,! we! define! stakeholder! dynamics! as! the! continuous! changing!
configuration!of!stakeholder!clusters!as!a!result!of!changes!in!stakeholder!priority.!
Stakeholder+identification+and+classification+
As! described! by! Vos! et! al.! (2006)! stakeholder! identification! is! mostly! about! determining!
which!stakeholder! is!considered!to!have!some!sort!of! interest!with!respect! to! the! issue!of!
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investigation! (Vos! and! Achterkamp! 2006).! The! authors! describe! a! method! focusing! on!
identifying!stakeholders! in! the!particular!context!of! innovation!projects.!We!build!on! their!
presentation! of! two! distinct! phases! of! stakeholder! analysis!methodology;! the! preliminary!
identification!(shortlist)!and!following!the!classification!of!stakeholders.!The!classification!of!
stakeholders!determines!a!stakeholder’s!priority.!In!practice,!these!two!seemingly!separate!
activities!of!identification!and!classification!can!be!executed!in!congruence.!As!described!by!
Savage!et!al.! (1991)!stakeholder!assessments!should! include!the!capacity,!opportunity!and!
willingness! of! a! stakeholder! in! relation! to! the! issue.(Savage,! Nix! et! al.! 1991).! In! the! next!
paragraphs!we!will!elaborate!on!these!constructs.!
Stakeholder+Priority:+Capacity+And+Intentions+
As! it! appears,! we! need! principles! of! stakeholder! theory! to! account! for! a! stakeholder’s!
importance! (who! matters)! or! salience! as! well! as! technology! acceptance! and! behavioral!
constructs! to!account! for! the!direction!of! the!stakeholder!salience! (how!do!they!matter! in!
relation! to! innovation! implementation! outcomes).! In! other! words,! both! a! stakeholder’s!
capacity!as!well!as!its!intentions!need!to!be!considered!in!conjunction!for!the!evaluation!of!
the!impact!of!a!stakeholder!on!innovation!adoption!processes;!we!need!both!dimensions!of!
the! stakeholder! engagement! priority! vector! (figure! 1).! In! this! section!we!will! explore! the!
constructs!of!capacity!and!intentions!and!the!stakeholder!characteristics!that!can!be!used!to!
describe!them.!
!
!
!
Figure!1:!
Stakeholder!engagement!priority!as!a!vector!
!
Stakeholder+capacity;+potential+influence+
When!considering!a!stakeholder’s!capacity!to!influence!innovation!implementation!projects,!
one!may!build!on!dynamic!stakeholder! theory!research.!According!to!dynamic!stakeholder!
theory,! it! is! stated! that! the! attributes! urgency,! power! and! legitimacy! are! positively!
correlated!to!the!earlier!mentioned!salience!of!stakeholders,!as!described!by!Mitchell!(1997)!
and!Bourne!(2005)!as!the!degree!to!which!managers!give!priority!to!competing!stakeholder!
claims.!!
!
These! attributes! make! it! possible! to! describe! a! stakeholder’s! capacity;! to! classify! who!
matters! the! most.! A! definitive! stakeholder! possesses! all! three! attributes;! an! expectant!
stakeholder! possesses! two;! a! latent! stakeholder! possesses! one;! and! a! non)stakeholder!
possesses!none.!Stakeholders!may!shift!from!one!class!to!another!over!time!and!across!the!
issues!facing!the!organization,!as!is!the!case!in!our!metaphor!of!the!innovation!journey!that!
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is!undertaken!by!stakeholders! (Rossetti,!Hill!et!al.!2009).! !Bourne! (2005)! further!expanded!
the!framework!of!Mitchell!et!al.! (1997)!by!arguing!that!the!attribute!urgency! is!dependent!
on! a! stakeholder’s! vested! stake! in! a! project! (eg.! innovation! implementation)! and! the!
importance! of! the! stakeholder! to! the! project.! Furthermore,! instead! of! legitimacy,! Bourne!
(2005)! argues! that! the! concept! of! proximity! gives! a! better! classification! in! relation! to! a!
stakeholder’s!salience.!
!
In! conclusion,! even! though! dynamic! stakeholder! theory! attributes! account! for! a!
prioritization!of!stakeholders,! it! is!solely!based!on!capacity!dimensions.!No!classification!of!
acceptance!or!intentions!is!provided!by!the!predominant!theories!discussed.!The!salience!of!
a!stakeholder!alone!does!not!state!much!about!the!intentions!or!stance!of!the!stakeholder!
with! respect! to! the! innovation.! For! example,! definitive! stakeholders! can! both! oppose! or!
support! the! innovation.! They! both! have! substantially! different! effects! on! how! a!
stakeholder’s! capacity! is,! or! potentially! will! be,! enacted.! Both! enactments! demand! for!
different!engagement!strategies!or!interventions!from,!for!example,!the!project!team.!!
This! leads! to! the!conclusion!that!we!specifically!need!to! take! into!consideration!additional!
theory! with! respect! to! technology! acceptance,! to! acquire! a! comprehensive! view! of! the!
stakeholder!environment.!
!
Mitchell’s+
attributes+
(Mitchell,+1997)+
Bourne’s+ attributes+
(Bourne,+2005)+
Definition+of+attribute+
Power! Power! The! extent! to! which! stakeholders! are! able! to!
persuade!or!coerce!others!into!making!decisions,!and!
following! certain! courses! of! action;! having! influence!
over!the!situation.!
Legitimacy! Proximity! Level!of!involvement!in!the!project.!
Legitimacy! is! used! for! the! extent! to! which! a!
stakeholder! has! a! legiti)mate! right! to! be! involved! in!
the! solution! to! the! problem,! with! us! taking! an!
inclusive! stance! in! the! debate! on! whether! such!
legitimate! rights! are! based! on! authority,! legal! rights!
or! by! having! ‘something! at! risk’! in! the! decision!
(Mitchell!et!al.!1997).!
Urgency! Urgency,! based! on!
two!attributes:!
- Vested!stake!
- Importance!to!
Urgency!is!an!indicator!of!the!stakeholder’s!perceived!
attitude! towards! the! importance! or! intensity! of! the!
problem! and! need! to! deal! with! it.! In! other! words;!
Feeling!strongly!enough!about!an!issue!to!act.!
Salience! Priority! Outcome! measure;! priority! resulting! from! all! other!
attributes.!
!
Table!2:!
An!overview!of!the!dynamic!stakeholder!classification!attributes!
Stakeholder+intentions;+potential+acceptance+
In!the!large!body!of!literature!available!on!the!subject!of!technology!acceptance,! individual!
innovation!adoption!is!often!described!as!the!decision!processes!to!either!accept!or!reject!an!
innovation! during! the! innovation! journey.! In! other! words,! it! is! seen! as! an! individual!
technology! acceptance! decision.! Most! influential! models! in! this! area! are! the! Technology!
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Acceptance)models!(TAM,!TAM2),!the!social!psychology!models!Theory!of!Reasoned!Action!
(TRA)! or! the! Theory! of! Planned! Behavior! (TPB)! and! more! recently! the! Unified! Theory! of!
Acceptance! and! Use! of! Technology! (UTAUT)! (Fishbein! and! Ajzen! 1975;! Pijpers! 2002;!
Venkatesh,!Morris!et!al.!2003).!In!general,!these!models!explain!usage!behavior!as!a!result!of!
behavioral! intention,! which! in! turn! is! a! result! of! attitude! and! beliefs! with! respect! to! the!
innovation.!TAM!describes!two!dominant!beliefs!as!predictors!for!actual!use!of!an!innovation!
by!an! individual;!perceived!usefulness,! the!degree! to!which!a!person!believes! that!using!a!
particular!system!would!enhance!his!or!her!job!performance!and!perceived!ease!of!use,!the!
degree! to!which! a! person!believes! that! using! a! particular! system!would! be! free! of! effort.!
Comparable!predictors!can!be!found!in!the!more!recent!research!by!Venkatesh!et!al.!(2003).!!
Beside! a! stakeholder’s! technology! expectancies,! role! typology! and! participation! level!may!
aid! to! classify! the!direction! of! a! stakeholder’s! capacity.! (Savage,! Nix! et! al.! 1991;! Vos! and!
Achterkamp!2006).!!
!
Role! typologies! can! be! used! to! capture! a! stakeholder’s! functional! role! in! terms! of!
involvement!in!the!project.!!The!use!of!role!typologies!may!raise!indications!that!in!a!certain!
point!of!time,!the!salient!stakeholder!community!or!decision!making!unit!lacks!certain!roles!
or! that!stakeholders! fulfill! too!many!roles!at!once,!which!may!require!corrective!action.! In!
this!way,!the!addition!of!role!typologies!to!our!evaluation!methodology!can!help!in!shaping!
corrective!implementation!activities!and!to!better!characterize!a!stakeholder.!!
The! main! rationale! behind! the! typologies! is! that! along! the! scale! from! informative)
consultative)decisional,! the! more! involved! the! stakeholder! is! in! the! shaping! of! the!
innovation.!(Green!and!Hunton)Clarke!2003)!!
!
From! the! theoretical! domain! of! Organizational! Development! (OD),! Passmore! &! Fagans!
(1992)! described! a! participation! theory! that! characterizes! five! levels! of! participation! and!
success! factors! for! effective! participation,! ranging! from! conforming! to! creating.! (Pasmore!
and! Fagans! 1992)! Their! model! may! help! in! classifying! stakeholder! involvement! in! the!
project.!Since!the!model!assumes!some!form!of!participation,!no!classification!is!included!for!
‘destructive’! participation!or! resistance.! For! the!purpose!of! our! research!model,! however,!
opposition!might!be!a!found!level!of!participation.!We!therefore!include!this!additional!level!
in!the!model.!!
!
In!conclusion,!where!dynamic!stakeholder!theory!in!general!lacks!attention!to!intentions,!the!
way! capacity! can! potentially! be! enacted,! the! above! discussed! models! do! not! take! into!
account! the! salience! of! a! stakeholder! in! the! stakeholder! environment;! they! treat! each!
individual! equally.! In! other!words,! all! stakeholders! are! considered! equally! influential.! This!
makes!these!models!often!impractical!to!use!in!complex!project!environments.! In!practice,!
not! all! stakeholders! intentions! can! or! need! to! be! constantly! taken! into! account;! some!
stakeholders!may!be!more!important!with!respect!to!innovation!outcome!than!others.!!
An+Evaluation+Methodology+
In!order!to!be!able!to!establish!stakeholder!environment!dynamics!snapshots,!we!integrate!
the!discussed!dimensions!in!a!visual!model.!The!relevant!constructs!of!innovation!adoption!
and!technology!acceptance!theory!are!combined!with!the!relevant!and!proven!constructs!of!
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stakeholder!theory.!!Where!possible,!we!use!validated!and!previously!tested!constructs!and!
scales!(Appendix!I).!!
We! will! use! the! above! dimensions! as! vectors,! where! we! separate! the! capacity! and! the!
participation/role!domain.!The!domain!of! individual!acceptance!dimensions!additional!and!
adjacent!to!both!of!the!other!domains.!This!can!be!visualized!as!follows.!
!
!
!
Figure!2:!
SIAW!vector!representation!of!dimensions!
!
The!proposed!kind!of!modeling!makes!it!possible!to!construct!visual!stakeholder!snapshots!
at!different!phases!of!the!implementation!trajectory.!!!
Engagement+priority+
Based!on!the!constructs!of!the!SIAW,!outcome!measures!can!be!identified!that!can!be!used!
to! compare! stakeholders! or! to! compare! one! stakeholder’s! profile! over! the! sequence! of!
phases!during!the!innovation!journey.!Furthermore,!these!measures!can!be!used!to!prioritize!
stakeholders! for! engagement! and! to! suggest! possible! engagement! strategies.! The! main!
outcome!measures! is! engagement! priority,! consisting! of! the! combination! of! the! outcome!
measures!potential!stakeholder!influence!and!potential!stakeholder!acceptance.!
!
The!combination!of!the!role!and!power!vector!can!be!considered!a!secondary!measure;!the!
power'function!match.!The!table!below!summarizes!the!measures!and!its!meanings.!
! !
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Measure+ Root+dimensions++ Large+covered+area+indicates…+
Engagement2priority2
2
2
Role!
Power!
Importance!to!
Vested!stake!
Proximity!
Participation!level!
Performance!
expectancy!
Effort!expectancy!
High!level!of!need!for!attention!or!
engagement!priority!
Potential2influence2
2
2
Power!
Importance!to!
Vested!stake!
Proximity!
High!capacity!of!stakeholder!to!
exert!influence!with!respect!to!the!
innovation!during!and!after!
implementation.!
Potential2acceptance2
2
2
Role!
Performance!
expectancy!
Effort!expectancy!
Participation!level!
Low!potential!acceptance!based!on!
intentional!characteristics!of!the!
stakeholder!only.!!
So!not2adjusted!for!the!salience!of!
the!stakeholder.!Note!that!this!is!an!
‘inverted’score,!since!we!use!the!
web!to!indicate!areas!for!attention.!
!
Table!3:!
Outcome!measures!explained+
Engagement+strategy+modes+
Now! we! discussed! the! concepts! of! capacity! and! intentions! leading! to! an! engagement!
priority,!it!is!time!to!elaborate!on!how!to!possibly!engage!the!different!stakeholders,!now!we!
have! insights! in! their! capacity!and! intentions.!Richards!et!al.! (2004)! indicate! that!different!
levels! of! engagement! are! likely! to! be! appropriate! in! different! contexts,! depending! on! the!
objectives!of! the!work!and! the! capacity! for! stakeholders! to! influence!outcomes! (Richards,!
Carter!et!al.!2004).!Also,!theory!exists!with!respect!to!strategies!for!managing!organizational!
stakeholders.!(Savage,!Nix!et!al.!1991).!The!potential!threat!and!the!potential!to!collaborate!
of!a!stakeholder!make!it!possible!to!distinct!four!different!types.!In!their!article,!Savage,!Nix!
et! al.! (1991)! describe! the! four! types! of! stakeholders! as! either! supportive,! marginal,!
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nonsupportive!or!mixed!blessing! ! (Savage,!Nix!et!al.!1991)!based!on!these!dimensions!of!a!
stakeholder.! This! connects! to! our! previous! elaboration! on! what! factors! contribute! to! a!
person’s! behavior! towards! an! innovation! (eg.! remember! the! discussed! technology!
acceptance!models).!We! take! the!underpinnings!of! their!model!as!a!basis! for!our! strategy!
and!stakeholder!type!matrix.!Key!components!of!our! literature!review!include!the!potenial!
influence!and!potential!acceptance!of!a!stakeholder,!connecting!to!the!described!typologies.!
+
!
!
!
Figure!3:!
Engagement!strategy!modes!based!on!potential!acceptance!and!potential!influence!measures!
+
Each! type! of! stakeholder! demands! a! different! type! of! engagement! strategy,! that! can! be!
operationalized! in! detail! according! to! the! project! circumstances.! According! to! this!model,!
one!of!the!engagement!strategy!fundamentals!is!to!transform!stakeholder!relationship!from!
a!less!favorable!to!a!more!favorable!one.!Less!favorable!is!seen!as!low!acceptance!(and!high!
capacity).!So!instead!of!just!acting!based!on!the!evaluated!stakeholder!quadrant,!one!must!
evaluate! the! intended! transformation! direction! of! the! stakeholder,! i.e.! changing! a!
stakeholders!expectations/intentions!or! capacity,! and!plan!actions!accordingly.!Due! to! the!
iterative! nature! of! the! here! described! methodology,! effects! of! interventions! can! be!
monitored.!!
!
In!terms!of!the!constructs!of!our!research,!acceptance!can!be!transformed!over!the!low)to)
high!continuum!by!changing!(a!combination!of)!effort!expectancy,!performance!expectancy,!
level! of! participation! or! functional! role.! Transforming! influence!means,! in! the! light! of! our!
research! framework,! trying! to! alter! a! stakeholder’s! power,! proximity,! vested! stake! or!
importance!to!the!project.!
! !
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Stakeholder+type+
+
Engagement+strategy+
+
Strategy+modes+
Supportive+
Supports!(project)!
organization!goals!and!
actions!
Involve+
Involve!in!relevant!issues,!encourage!
cooperative!potential;!increase!decision'
making!participation.!
1. Improve!influence!
2. Maintain!acceptance!
Marginal+
Not!concerned!
Monitor+
Monitor!the!interests!of!the!stakeholder,!
involve!in!specific!relevant!issues.!
1. Monitor/Improve!
acceptance!
2. Only!
then:Monitor/improve!
influence!
Nonsupportive+
(dangerous)+
Most!distressing,!high!
influence,!low!
acceptance.!
Defend/transform+
Reduce!dependence!on!the!stakeholder.!
Try!to!change!capacity!status!of!
stakeholder!(by!enhancing!other!
stakeholders)!or!try!to!transform!
intentions!by!eliminating!uncertainties.!
1. Increase!acceptance!
2. Decrease!influence!
!
MixedUBlessing+
Can!swing!both!ways!in!
terms!of!influence!and!
acceptance!
Collaborate+
Maximize!collaboration.Not!
collobarating!leads!to!the!risk!of!
transferring!the!stakeholder!to!a!
nonsupportive!one.!
1. Maintain!acceptance!
2. Maintain!influence!
+
Table!4:!
Stakeholder!types!and!connecting!strategies+
An+iterative+evaluation+methodology+
The!above)discussed!model! gives! insights! in! the!development!of! a!way! to!determine!who!
really!matters! and! how! the! stakeholder!matters! by! combining! the! capacity! and! intention!
constructs.!This! in!turn!helps! in!shaping!and!executing!engagement!strategies!consisting!of!
interventions.!!
!
In! this! paragraph,! an! iterative! evaluation!methodology! is! presented,! based! on! the! above!
elaborations.!The!developed!SIAW!is!part!of!this!methodology.!In!order!to!account!for!time!
related!dynamics,!one!is!advised!to!periodically!perform!these!steps,!in!congruence!with!the!
proposed!methodology!of!Vos!et!al.!(2006).!
!
(i)!stakeholder!identification!
From!the!intra)organizational!spectrum!of!individuals!one!need!to!preliminarily!indentify!all!
actors!that!might!be!affected!by!the!innovation!process.!This!can!be!done!by!documentation,!
conversations!and! interviews!with!different!organizational!members! (Vos!and!Achterkamp!
2006).!!This!produces!a!list!of!relevant!stakeholders.!
!
(ii)!stakeholder!classification!
In! this! step,! the! stakeholder)based! innovation! acceptance! web! (SIAW)! proposed! here! is!
constructed.!
The! identified!stakeholders!need!to!be!classified!based!on!their!capacity!and! intentions.! In!
other! words,! all! stakeholders! need! to! be! classified! on! the! dimensions! proximity,! vested!
stake,! importance! to! and! power.! This! makes! it! possible! to! further! drill! down! to! those!
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stakeholders!that!really!matter.!This!determines!the!composition!of!the!decision!making!unit!
.!Subsequently,!we!are!interested!in!the!roles!and!levels!of!participation!and!coping!tactics!of!
these! important! stakeholders.!How!do! they!matter;!what! is! their! role!with! respect! to! the!
innovation?!This!can!be!done!by!means!of!workshops!and!interviews!and!based!on!available!
documentation.!The!SIAW!can!then!be!constructed!by!the!project!team.!
!
(iii)!determine!engagement!priority!
The!different!stakeholder)based!innovation!acceptance!webs!over!time,!give!insights!in!the!
dynamics! of! the! decision!making! unit.! Each!web! results! in! a! set! of! outcome!measures! as!
discussed!earlier.!These!outcome!measures!indicate!a!stakeholder’s!engagement!priority!at!
a!certain!point!in!time.!!
!
(iv)!determine!engagement!strategy!and!interventions!
Based!on!the!outcome!measures,!one!can!classify!an!engagement!strategyThe!iterative!webs!
and! the! outcomes! can! be! discussed! periodically,! linking! actions! and! timelines! to! the!
outcome!measures.!Furthermore,!the!effect!of!interventions!on!(groups!of)!stakeholders!can!
be!evaluated!with!the!help!of!the!webs.!
Discussion+
In!our!research!we!found!that!the!combination!of!a!stakeholder’s!potential!acceptance!and!
level!of!potential!influence!during!the!innovation!implementation!is!not!found!in!integrated!
models! in! previous! research,! so! that! it! provides! practical! insights! to! design! engagement!
strategies.!We!combined!stakeholder!theory!concepts!together!with!key!findings!grounded!
in! innovation! and! technology! acceptance! theory! as! well! as! organizational! development!
foundations.!This!resulted!in!an!evaluative!model,!consisting!of!two!key!domains!relevant!for!
innovation! adoption! outcomes;! stakeholder! capacity! and! stakeholder! intentions.!
Furthermore,! the!model! takes! into! account! the! dynamics! of! the! stakeholder! environment!
during! the! innovation! journey.! The! here! proposed! model! can! be! used! to! evaluate! the!
evolvement!of!stakeholders!and!subsequently!the!composition!of!the!decision!making!unit!
with!respect!to!the!innovation!at!several!points!in!time!over!the!implementation!trajectory.!
The!use!of!the!methodology!and!model!proposed!here!focuses!attention!to!the!stakeholder!
environment! and! the! fit! with! the! innovation! implementation.! Furthermore,! it! provides!
insights!in!the!effectiveness!of!corrective!interventions!on!(groups!of)!stakeholders.!
!
The!natural! tendency! for!people! to!only! take! the!active,! current! stakeholder!environment!
into! consideration! for! engagement! tends! to! ignore! the! dynamics! of! the! stakeholder!
environment! in! practice.! A! more! dynamic! approach! to! the! evaluation! of! the! stakeholder!
context!by!using!a!synthesis!of!constructs!may!increase!insights!in!the!design!of!appropriate!
engagement! strategies.! In! this! article,! we! proposed! a! method! for! the! evaluation! of!
stakeholder!dynamics!in!relation!to!IT!based!innovation!adoption!processes.!!
!
Even!though!the!separate!concepts!used!in!the!SIAW!are!grounded!sufficiently!in!academic!
literature,! still! much! debate! exists! about! for! example! the! tedious! and! ambiguous!
identification! and! classification! of! stakeholders! in! general.! The! same! holds! for! the!
measurement! of! innovation! acceptance! indicators.! The! hardest! task! for! any! person!
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interested! in! stakeholder! management! activities! is! how! to! achieve! a! realistic! and!
representative!overview!of!the!stakeholder!environment.!!
!
Empirical! research!needs! to!be!done! to!evaluate! the!method!proposed!as!a!whole!and! its!
usefulness!in!practice.!In!particular,!the!relation!between!the!combination!of!constructs!and!
eventual! innovation! success! needs! to!be! investigated.!Whether! the!model!will! fit! a! broad!
variety!of!situations!or!even!non)IT!based!innovations!is!a!subject!for!further!research.!!
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Appendix2A2
!
Stakeholder!dynamics!&!innovation!adoption:!domains,!dimensions!and!constructs;!!themes!
and!references!found.1!
!
!
Domain+
+
Dimensions+
+
Scaling+(as+derived+from+literature)+
Stakeholder!capacity! Power!
Importance!to!
Vested!stake!
Proximity!
1!(low)!to!4!(high)!
1!(low)!to!5!(high)!
1!(low)!to!5!(high)!
1!(low)!to!4!(high)!
Stakeholder!intentions! Level!of!participation!
!
!
!
!
!
!
!
Role!typology!
We!use!an!inverted!axis;!where!!
6!Opposing!
5!Conforming!
4!Contributing!
3!Challenging!!
2!Collaborating!
1!!Creating!!
!(where!1!is!the!best!participation!level)!
!
1!Client/informative!
2!Designer/consultative!
3!Decision!maker/decisional!
(where!1!is!low!and!3!is!high!decisive!
power!over!innovation)!
Stakeholder!technology!
acceptance!
Performance!expectancy!
Effort!expectancy!
1!(excellent)!to!7!(poor)!
!
1!(excellent)!to!7!(poor)!
!
Table!5:!
Stakeholder!domains!and!dimensions!
! !
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!As!can!be!seen,!for!some!dimensions!we!choose!inverted!scales.!The!reasons!for!this!is!that!we!want!to!use!the!graph!for!
additional! outcome! measures.! Also! note! that! not! all! scales! are! equal,! this! has! to! do! with! the! variety! of! operational!
constructs! used! in! the! dimensions.! The! choice! of! vectors! and! their! scales! are! derived! from! existing! empirically! tested!
constructs.!
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!
!
Especially! in! view! of! the! excesses! that! became! evident! in! relation! to! the! dotcom)! and!
banking! crises,! social! responsibility! and! integrity! have! received! renewed! attention! in!
business! in! recent! years.! It! may! be! surprising,! but! while! scanning! popular! and! serious!
medical! journals,! it! seems! that! these! topics! are! not! very! actively! dealt!with! in! relation! to!
health! care.! The!main! integrity! issues! in! the! Netherlands! in! recent! years!were! related! to!
discussions! on! governance,!mainly! in! relation! to! incidents! in! institutions! of! very!well! paid!
executives(1),!conflicts!of!interest!in!relation!to!drug!introductions!such!as!influenza!vaccines!
(2)! or! isolated! privacy! issues! related! to! electronic! medical! records! or! TV! exposure! of!
suffering! patients! .! The! connection! of! social! responsibility! or! integrity! with! quality!
management! and! innovation! is! seldom! made! in! medical! literature,! and! if! so,! mostly! by!
consultants!intending!to!extend!their!market!or!agencies!concerned!with!their!domain.!
It! is! my! view! however! that! some! structural! issues! do! exist! in! this! field,! but! present!
themselves! in!a!somewhat!different!way!and!this!has!a! relation!to! the!specific!nature!and!
culture!of!hospital!care;!somehow!they!remain!“under!the!radar”.!!
!
Hospitals! are! characterized! by! Mintzberg! as! professional! bureaucracies! and! professional)
/medical!ethics!are!basic!elements!of! its!operations.! (3)! In!most!western!countries,!health!
care! is! predominantly!provided!by!non)profit! and!not)for)profit! institutions;! even! in! those!
countries!allowing!for)profit!providers!to!be!active,!the!percentage!of!market!penetration!is!
usually!not!more!than!20)30%!(4).!However,!many!individual!providers!who!are!working!on!
fee! for! service! basis,! and! firms! active! in! the! support! chain! for! hospitals,! especially!
pharmaceutical! companies,! aim! for! a! healthy! profit! on! their! activities.! The! main! notable!
consequence!of! this!constellation! is!encountered! in!discussions!on! restraint! in!prescribing,!
and! appropriateness!of! indications.! Periodically! this! is! fuelled!by!data!on! variation! in! care!
provision.!Thus!far!this!is,!again,!rather!seen!as!a!discussion!within!the!professional!domain!–
are! providers! acting! in! a! professional! responsible! way?)! than! as! a! matter! of! social!
responsibility! or! integrity.!However! as! financial! sustainability! is! becoming! a!major! issue! in!
many!western!countries,!this!might!rapidly!change!in!the!coming!years.!
Developments! in! (technological)! innovation! and! quality!management! rarely! lead! to! public!
issues!on!integrity!or!social!responsibility.!One!reason!might!be!that!the!latter!concepts!are!
used! different! from! other! sectors.! Related! to! the! functioning! of! physicians,! integrity! is!
usually! associated! with! discussions! on! conflicts! of! interest! and! transparency! on! relations!
with!!pharmaceutical!companies!and!biomedical!technology!firms.!!
Social! responsibility! is! seldom! encountered! as! a! topic! in! papers! in! health! care;! in! some!
countries!such!as!the!USA,!with!less!well!organised!health!care!coverage!and!less!alignment!
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between!various!services,!the!concept! is!almost!directly!related!to!community!service!or!–
outreach!of!their!activities(5).!As!a!kind!of!compensation!to!charging!considerable!amounts!
from!insurance!companies!and!government!agencies,!hospitals!are!expected!to!show!their!
charitable!side!to!the!community.!In!public!debates!on!reducing!or!restructuring!hospitals!or!
–departments,! leading! to! the!perception! that! (emergency)! services!may!be!downsized,! an!
appeal! on! social! responsibility! is! sometimes! used! by! politicians! to! confront! hospital!
management! with! public! outrage.! Although! many! health! care! trends! point! towards!
concentration!of!services,!it!is!usually!hard!to!distinguish!facts!from!images!in!those!cases,!so!
I! will! not! expand! on! these.! ! Traditionally,! public! discussions! on! social! responsibility!
concentrated! on! more! strict! medical! ethical! matters! and! most! recently! especially! on!
decisions! concerning! abortion! and! ! end!of! life! care.! In!many! countries!however! these! are!
settled!in!a!kind!of!status!quo,!gradually!developing!in!a!more!liberal!direction.!!
!
Quality!management! in! hospital! care!has!developed!along! two! lines.!One! (content!based)!
approach! originated! from!professional! interest! in!medical! quality! and! is! dominated! by! he!
medical!profession;!professional!quality!is!guaranteed!by!training!and!continuous!education!
and!has!a!strong!relation!with!the!content!of!the!service;!what!are!the!right!things!to!do!and!
how! best! to! perform! them?! ! The! relation! between! professional! quality!management! and!
social! responsibility! has!mainly! been! established!on!macro! level;! professional! associations!
developed!their!quality!policies!both!in!response!to!criticism!from!society!as!well!as!an!effort!
to!improve!transparency.!
!The!other! (system!oriented)!approach!deals!with!organising!quality!as!part!of! institutional!
operations,! and! is! focused!on!how! to!do! the! right! things!within! an!organisational! setting,!
whether! a! clinical! unit,! between! hospital! departments! or! in! a! clinical! pathway.! On!
institutional!level!the!system!approach!might!interact)!or!interfere!with!the!individuals’!view!
and!actions.!
!
Although!somehow!out!of!the!spotlights,! it! is! inevitable!that! in!some!occasions!discussions!
or! issues! emerge! that! are! related! to! the! concept! of! social! responsibility;! often! these! are!
debated!upon)!and!organized!within!the!institution!without!attracting!outside!attention.!In!
this! paper! I! will! explore! )! in! some! way! “unveil”! )! the! concept! of! social! responsibility!
especially! in! relation! to! recent! developments! in! quality! management! and! innovation! in!
hospitals! and! the! research! environment! of! academic!medical! institutions,! focusing! on! the!
organisational!aspects!using!cases!out!of!my!personal!practice!as!hospital!board!member!to!
instruct!or!enrich!the!theory.!!
Quality+management+and+social+responsibility+
Quality!improvement!in!medical!care!was!initiated!in!the!late!seventies!by!medical!opinion!
leaders! focusing! on! improvement! of! aspects! of! medical! treatment;! soon! structured!
approaches!were!used!such!as!audit)! !and!Plan)Do)Check)Act!cycles!and! from!the!nineties!
onwards! these! were! also! focussed! on! organisational! issues.! Professional! quality!
management! has! strongly! been! oriented! towards! developing! guidelines! and! professional!
education.! Recently! professionals! are! trying! to! retake! the! lead! by! initiating! physician! run!
clinical!audit! systems!as!a! reply! to! the! tidal!wave!of! indicator! requirements,! fired!of!by! in!
their!view!unknowledgeable!bureaucrats.!After!a!starting!phase!in!the!eighties!when!isolated!
improvement!projects!were! introduced! in!hospitals,!gradually!a!more!systematic!approach!
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towards!quality!management!was!adapted.!This!was!often!based!on!systems! like!the!Total!
Quality! Management! (TQM)! model! of! the! European! Foundation! of! Quality! Management!
(EFQM)! and! these! formats! were! often! used! as! a! basis! to! structure! external! audits! and!
accreditation! systems! (6).! In! TQM,! responding! to! society! and! to! customers! are! important!
“results!domains”;!both!however!defined!from!an!organisational!performance!point!of!view!
–the! internal! criteria! for! performance! prevail)! and! social! responsibility! as! such! is! not!
commonly!used!or!defined!as!an!outcome!parameter.!
In! recent! years,! especially! related! to! increased! cost! pressure! and! the! need! to! improve!
efficiency,! evolving! from! the! TQM! approach! organizational! improvement! activities! are!
introduced!that!are!often!based!on!knowledge!from!operations!management!and!operations!
research.!!
A!recent!survey!in!47!Dutch!hospitals!however!showed!that!this!seems!to!be!happening!in!a!
rather!unstructured!way;!almost!all!responding!hospitals!indicate!to!be!active!in!this!field!but!
do! so! with! a! wide! range! of! approaches! (7,8).! Often! they! scored! to! use! tools! within!
approaches,! but! not! in! accordance! with! the! approach! they! theoretically! belong! to.! The!
widespread!but!seemingly!still!poorly!structured!use,!could!give!reason!to!suggest!that!we!
may!be!facing!a!new!transition!in!which!quality!and!efficiency!are!to!become!organised!in!a!
more!balanced!way.!It!is!however!not!clear!whether!this!will!lead!to!organisational!formats!
(such!as!“lean!hospitals”)!or!a!tool!box!approach!in!which!contingency!factors!determine!the!
application! of! certain! techniques! in! addition! to! the! existing! total! quality! management!
systems.!When! introducing! efficiency! improvement! within! hospitals,! inevitably! discussion!
starts!on!balancing!the!objectives!with!the!viewpoints!and!values!of!the! individual!medical!
professional;! however! this! debate! seldom! reaches! the!public! domain.!Recent! examples!of!
issues! in! which! professionalism! conflicted! with! strict! efficiency! in! home! care! in! the!
Netherlands,! proves! that! there! is! a! change! that! this!will! occur!more! frequent! in! the! near!
future.!
In!relation!to!quality!management,!society!increasingly!expects!hospitals!to!adhere!to!certain!
governance!principles!such!as!salary!codes,!proactive!involvement!of!the!supervisory!board!
on! quality! and! safety! issues! and! active! risk! management.! The! explicit! “function”! (in!
organizational! terms)!of! social! responsibility! towards! the!community! is!merely! reflected! in!
issues!that!usually!have!no!direct!relation!with!quality!or!innovation;!it!is!rather!reflected!in!
demands!concerning!transparency!or!public!reporting!on!quality!issues!which!professionals!
often! consider! to! be! external! bureaucratic! “waste”.! ! Earlier! attempts,! again! mainly! by!
consulting!agencies,! to!extend!the!concept!of!quality!management!with!that!of!responsive!
and! sustainable! behaviour! did! so! far! not! lead! to! new! models! that! were! broadly!
implemented.!!!
Case+description+
A!major! rehabilitation!hospital! in! the!Netherlands! invested!heavily! in!quality!management!
and! developing! a! quality! management! system! based! on! the! EFQM! model.! Research! &!
development! and! innovation! were! important,! mission! driven! activities.! The! management!
looked! for! a! way! to! balance! assurance! which! can! have! bureaucratic! “side! effects”,! and!
continuous! improvement! as! one! of! the! fields! the! hospital! could! excel! in.! One! of! the!
instruments!to!strive!for!continuous!improvement!is!close!monitoring!of!client!preferences!
and! patient! needs,! and! it! was! gradually! noted! that! some! of! these! needs! could! not! be!
provided! for,! due! to! regulatory! issues! in! health! care.! It! was! decided! to! look! for!
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alternative/innovative!ways!to!realise!those!services!and!for!this!purpose!a!commercial!spin!
off! was! started.! Gradually! this! grew! into! a! venture! with! considerable! commercial! impact!
with! locations! in!various!parts!of! the!country.!Parts!of! the!proceeds!were!used! to! finance!
research! and! development! in! both! the! domain! of! the! new! venture! as! well! as! regular!
rehabilitation! treatment.! During! the! first! years! of! its! existence! fierce! debates! took! place!
within!the!hospital!and!especially!with!the!medical!staff!and!with!the!external!environment!
on!the!social!responsibility!of!the!hospital!in!entering!this!field.!The!staff!felt!responsible!for!
commercial! side! steps! as! the! reputation! of! the! hospital! could! be! involved.! Various!
stakeholders! questioned! the! profit! oriented! approach! that! was! new! in! this! field! in! The!
Netherlands.!Management!however!could!provide!comfort!to!the!physicians!through!regular!
information!and!evaluation!sessions;!by!observing!maximum!transparency!on!financial!flows!
and!–benefits,! !convince!most!stakeholders!of!the!integrity!of!the!model.!With!commercial!
ups! and! downs! this! has! been! actively! implemented! now! for! about! twenty! years.! Starting!
commercial!not! for!profit! activities! in! response! to! closely!monitored!market!needs!can!be!
seen!as!a!way!for!health!care!institutions!to!actually!fulfil!their!social!responsibility.(9)!!
Quality+management+and+innovation+
In!Total!Quality!Management!one!has!to!balance!assurance!characterised!by! its! regulatory!
and!somewhat!bureaucratic!focus,!and!improvement!with!its!dynamic!character.!If!managed!
successfully,!frequent!incremental!improvements!will!result!and!exceptionally!innovations!of!
a!more! disruptive! nature.! In! hospitals! the! innovations! related! to! TQM!will! often! become!
evident!in!service!related!issues.!In!view!of!the!steep!rise!in!costs!concerns!on!the!financial!
sustainability!of!health!systems!are!increasing!and!governments!are!pushing!for!mechanisms!
to! control! costs;! this! adds! to! the! emphasis! on! service! efficiency! improvement! in! most!
hospitals!and!gradually!we!see!a!further!shift!towards!a!focus!on!processes!and!logistics! in!
TQM.! Examples! of! these! are! innovative! services! across! organisational! boundaries! such! as!
stroke! services! and! more! recent! teleconsultation! services! to! upkeep! the! level! of!
performance!of!small!Intensive!Care!Units.!!
Innovation! related! to! TQM! thus! often! has! an! organisational! emphasis! and! only! when! a!
business! driven! value! such! as! efficiency! or! financially! driven! priorities! are! conflicting!with!
professional! values,! conflicts! will! arise.! The! leadership! of! hospitals,! management! and!
medical!staff!alike,!will!usually!try!to!keep!this!discussion!inside!the!institutional!walls.!!
!
One!of!the!main!tasks!of!academic!medical!institutions!is!the!production!of!(or!contributing!
to)! innovations! through! translational! research! and! translational! medicine.! Translational!
research! is! the! continuum! from! basic! research! until! first! clinical! implementation!whereas!
translational!medicine!is!the!process!from!an!early!phase!clinical!study!until!implementation!
in! practice! and! diffusion! in! the! field.! In! order! to! create! an! organisation! in! which! high!
performance! is! stimulated,! it! is! essential! to! balance! the! structuring! of! activities,! through!
regulation! and! quality! assurance,! with! intellectual! freedom! and! continuous! professional!
improvement!as!cultural!assets.!Open! internal! review!of! research!proposals,!open! internal!
pre)submission! reviews! of! publications! and! periodic! site! visits! to! evaluate! group! leader!
performance!!are!vested!mechanisms!to!assure!academic!quality.!Enforcing!strict!adherence!
to!these!principles!is!a!major!task!of!the!leadership.!!
In!an!academic!medical! institution!the!regulatory/assurance!“axis”!can!however!easily! lead!
to! bureaucracy! and! increased! overhead.! Balancing! the! two! is! a! challenge! which! is! also!
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reflected!in!the!response!to!(efficiency)!and!performance)!demands!from!society.!Scientific!
performance!and!the!production!of!innovations!is!demanded,!requiring!optimal!investments!
in!research!staff!and!research!infrastructure!in!an!agile!environment.!In!addition,!regulations!
concerning!dealing!with!risks!from!chemicals,!genetically!modified!animals,!and!regulations!
related!to!research!in!humans!are!continuously!growing,!thus!creating!an!inherent!conflict!in!
those! two! domains! of! social! responsibilities.! One! of! the! important! tasks! of! the! executive!
management! of! academic! medical! institutions! is! balancing! these! interests! related! to!
differing!social! responsibilities.!Mostly! this! issues!present! themselves! in!practice!as!unique!
and!usually!require!contingent!solutions!As!there! is!no! legislation!or!evaluation!framework!
available,!involved!and!transparent!decision!making!on,!seems!to!be!one!of!the!few!options!!
to!reach!at!least!informed!decisions.!
Case:+DNA+vaccination+
In! the! field! of! cancer! immunology! experiments! are! being! conducted!with! vaccinations! to!
stimulate!the!immunologic!response!of!the!body!towards!cancer!cells;!for!this!purpose!DNA!
fragments! are! used! as! these! are! considered! to! be! a! possible! focus! for! immunotherapy.!
Management!of!a!large!comprehensive!cancer!centre!in!Amsterdam!decided!to!honour!the!
request! of! senior! staff! to! embarque! on! a! spin! off! for! the! production! of! DNA! vaccine.!
Commercial!facilities!were!hardly!available!and!if!so,!extremely!expensive!due!to!monopolist!
positions.!Having!access!to!a!pharmacy!with!good!clinical!practice)!and!good!manufacturing!
practice!certification,!it!was!decided!to!invest!in!a!production!unit!and!to!place!this!within!a!
separate!juridical!entity!to!enable!additional!service!provision!such!as!sales!to!other!research!
groups! and! in! order! to! limit! the! costs.! Both! supervisory! board! and! medical! staff! were!
involved! in! the!decision.! It! thus!became!possible! to!play!a! leading! role! in! the!Netherlands!
and! Europe! in! performing! research!with! DNA! based! vaccines! in! cancer! immunology.! This!
case!shows!that!a!not!for!profit!commercial!approach!enabled!the!institution!to!take!part!in!
cutting!edge!research!which!would!have!been!very!difficult!or!at!least!very!costly!to!realise!
following!traditional!roles!and!regulations.!
Social+ responsibility+and+biomedical+ innovation+ in+academic+medical+ centres+
(AMC)+
Traditionally!the!concept!of!social!responsibility!related!to!biomedical!innovation!in!AMC’s!is!
mainly!reflected!in!the!fields!of!medical!ethics,!integrity!and!community!involvement.!!
In!Europe,!the!field!of!medical!ethics! is!more!or! less!stable,!and!only! if!new!developments!
emerge! such! as! stem! cell! research,! medical! ethical! discussions! can! be! a! consequence!
although!lately!these!discussions!are!rather!taking!place!in!the!political!than!in!the!internal!
organisational!arena.!The!role!of!the!religious!denomination!of!institution!is!diminishing!and!
clinical!scientists!are!somehow!convinced!that!progress!is!“manageable”.!
!An!important!and!increasingly!regulated!area!is!that!of!ethical!review!of!research!projects.!
Regulations! in! this! field! have! increased! considerably! and! the! amounts! of! data! and! files!
passing! these! committees! are! formidable.! The! increased! interest! for! animal! welfare! has!
added! to! the! procedural!workload!of! committees! that! see! the! huge! files! for! their! regular!
meetings! increase! by! the! year.! Thus! balancing! procedural! integrity,! transparency! and!
bureaucratic!burden!is!a!gradually!increasing!managerial!responsibility.!
Scientific! quality!management! and! scientific! integrity! are! closely! related! issues.! In! the!NKI!
AVL!we!have!a!strict! system!of!quality!management!of! research! reflected! in!a!compulsory!
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internal! review! of! all! new! research! proposals! before! submitting! them! in! external!
competitions.! Periodic! review! of! all! research! project! leaders! and! their! groups! and! open!
discussions!on!the!results!and!regulations!prevent!scientific!misconduct.!As!the!institution!is!
depending! on! guaranteed! funding! from!both! charity! and! the!Ministry! of!Health,! scientific!
rigour!and!integrity!are!essential!for!the!survival!and!further!development!of!the!institution.!
Rarely!occurring!cases!of!suspected!scientific!misconduct!are!investigated!most!seriously!and!
thoroughly.!If!needed,!publications!are!withdrawn!and!pro!active!press!releases!produced!to!
explain!the!situation!and!to!up!keep!the!reputation!of!the!institution!(10,11).!Usually!these!
matters!are!dealt!with! through! regular! internal! review!procedures!and!–again)! very! rarely!
this! leads! to! public! issues.! However! important! it! is! not! exclusively! a! matter! for! medical!
institutions.! It! is! rather!a!matter!of! responsible!behaviour! towards!society! in! spending! the!
funds! acquired! in! an! appropriate! way,! but! time! and! again! a! proactive! display! of! “how!
matters!are!dealt!with”!can!add!to!the!reputation!and!trustworthiness!of!the!organisation.!
Social!responsibility!of)!an!community!involvement!by!academic!medical!institutions!can!also!
be! pursued! through! agenda! setting! or! stimulating! the! public! debate.!When! active! on! the!
forefront!of!medical!science,!not!only!strict!scientific!findings!can!be!made!public,!often!the!
authority!built!up!on!years!of!scientific!work,!can!or!must!be!used!to!feed!public!debate.!This!
can!be!either!a!consequence!of!specific!research!or!insights!based!on!a!wider!view.!It!adds!to!
the! public! profile! of! publicly! funded! institutions,! but! it! can! also! be! seen! as! the! social!
responsibility!of!this!type!of!organisation.!Examples!are!public!support!for!and!)statements!
on!anti)smoking!policy,!but!also!issues!on!the!organisation!of!cancer!care!or!matters!related!
to!tissue!banking!as!can!be!demonstrated!in!a!case.!Fuelling!the!debate!on!the!improvement!
of! health! care! services! is! another! example! and! advocating! the! concentration! of! oncologic!
services!in!cancer!centres!often!results!in!fierce!debate!in!medical!journals!(12,13).!
Case:+ + Patient+ rights+ concerning+ tissue+ banking+ in+ the+ era+ of+ genomic+
medicine.+(Summary+of+an+article+in+Lancet+Oncology,+coUauthored+by+WvH+(14))+
Recent!developments!in!genomics!have!resulted!in!the!increased!availability!of!gene!profiles!
for!early!diagnosis!and!prognosis! in!breast!cancer.!A!request!from!a!Dutch!woman!to!have!
her!tumour!tissue!tested!years!after!treatment,!confronted!the!Netherlands!Cancer!Institute!
(NKI)!with!questions! regarding!patients’! rights! in! relation! to! residual! tissue!storage!and! its!
use!for!clinical!purposes.!Was!her!tissue!still!available?!If!so,!could!she!demand!that!the!test!
be!carried!out!or!her!tissue!be!transferred!to!another!hospital?!As!it!became!apparent!that!
appropriate!guidance!was! lacking! in! this! area,!we!developed!guidelines!on! the! issue,!with!
the! involvement! of! relevant! professionals! and! patient! representatives.! Gene)expression!
profiling!is!an!important!development!that!is!likely!to!predict!the!diagnosis!and!prognosis!of!
malignant! disease! more! accurately! than! existing! parameters.! Although! gene)expression!
profiling!is!not!yet!routine,!several!tests!are!already!applied!in!clinical!practice.!However,!for!
such! tests! to! be! successful! it! is! essential! that! sufficient! tumour! tissue! is! available.! From!
international! legislation!and!guidelines,!we!distinguished!four!general!principles.!First,!care!
providers!have!a!moral!and!legal!obligation!to!protect!the!clinical!interests!of!their!patients!
and!good!clinical!care!should! include!securing!the!availability!of!sufficient! tissue!for! future!
clinical!use,!and!in!addition!access!for!patients!to!generally!accepted!diagnostic!or!prognostic!
tests!on!that!tissue.!Second,!irrespective!of!whether!they!can!be!considered!formal!owners!
of! their! removed! tissue,! patients! have! personal! rights! regarding! their! removed! bodily!
material.!
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As! care! providers! are! likely! to! differ! in! their! testing! policies,! patients! should! thus! also! be!
entitled! to! request! ! tissue! transfer! to!have! their! tissue! tested!elsewhere.!A! third!principle!
concerns! the!position!of! the!patient’s! relatives,!although! it! is!generally!acknowledged!that!
physicians! have! less! extensive! obligations! to! the! patients’! relatives! than! to! the! patients!
themselves!The! final!principle! is! that! in! situations! in!which! tissue!has!been! stored! for! the!
purpose! of! medical! care! as! well! as! scientific! research! and! is! insufficient! to! serve! both!
purposes,!the!medical!interest!of!the!patient!overrides!the!!interest!of!doing!research.!
This! leads! to! the! advise! to! hospitals! to! take! responsibility! to! ensure! that,! as! far! as! is!
reasonably! possible,! enough! of! a! patients’! tissue! is! available! for! present! or! future! clinical!
use,!even!many!years!after!initial!diagnosis!or!treatment.!!
As!to!the!actual!application!of! local!guidelines,! it!could!be!helpful!to!appoint!a!tissue)bank!
manager,!responsible!for!matters!such!as!the!further!automisation!of!the!record!keeping!of!
specimens!
and!the!assessment!and!handling!of!tissue.!!
The!drafting!and!publication!of!this!paper!lead!to!internal!debate!on!optimal!tissue!banking!
policies!within!the!NKI)AVL!and!inspired!other!pathology!departments!to!reflect!on!the!issue.!
Conclusion+
In!this!essay!I!have!tried!to!provide!an!overview!of!the!most!relevant!issues!in!the!relation!
between! Quality! Management,! Technology! Development! and! Social! Responsibility! and!
Integrity!in!(academic)!hospital!care.!So!far!the!topic!mostly!remains!under!the!radar”.!Social!
responsibility!and!integrity!can!be!divided!as!internal!policy!and!external!policy!issues:!!
!
Social!responsibility!as!an!internal!policy!item!
• Medical!ethics.! ! ! ! ! ! ! ! !
• Professional!Integrity.!Conflict!of!interest!regulation.! ! ! !
• Ethical!review!of!research.! !
• Governance! ! ! ! ! ! ! ! ! !
!
• Social!responsibility!as!external!policy!item!
• Transparancy!on!internal!matters.! ! ! ! ! ! !
• Outreach/New!service!&!)product!development!! ! ! ! !
• Agenda!setting! !
! ! ! ! ! ! ! !
I! hope! to! have! demonstrated! that! these! issues! play! an! important! role! in! internal!
management!but!most!aspects!of! integrity!and!social!responsibility! in!hospital!care!remain!
“under! the! radar”! of! the! outside! world.! ! Mainly! related! to! incidents,! either! in! integrity,!
governance!or!quality!performance,! issues!become!visible!and!often! in!a!negative!way.! ! In!
the! rare! cases!of!purposely! influencing!public!debate! the! role!of)! or! activities!of!hospitals!
become!visible!in!a!positive!way!for!the!environment.!!
Two!main! topics!will! dominate! the! public! debate! on! health! care! in! the! coming! decennia,!
balancing! the! surge! of! new! technologies! and! ! ensuring! a! financially! sustainable! growth!
pattern!for!society.!All!future!scenarios!indicate!that!the!growth!in!health!care!costs!cannot!
maintain! its! present! speed.! The! Dutch! Central! Planning! Agency! recently! published! an!
analysis! in!which!20)25%!of! the!GNP!will!be!used! for!health!care!between!2025!and!2035!
and! most! economists! consider! this! percentage! unsustainable.! This! trend! applies! to! most!
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western! countries.! This! means! that! pressures! on! provider! organisations! and! their!
professionals!will!increase!and!a!further!focusing!of!quality!management!towards!efficiency!
of! both! the! operations”! and! new! technologies! may! be! the! consequence.! Whether! a!
regulated! public! solution,! a! more! market! like! approach! with! more! copayments! and!
responsibility! for! care)users! or! a! combination!will! be! chosen,! all! scenarios! require! further!
efficiency! increases! and! transparency! (and! consequently! debates)! on! appropriateness.! All!
lead! to! increased! tension!on! the! relation!between!the!societal,! institutional!and! individual!
(professional!and!patient’s)!perspectives.!!
As!the!volume!of!research!and!development!is!ever!increasing,!with!an!upsurge!especially!in!
Asian!and!BRIC!economies,!a!tidal!wave!of!new!drugs!and!technologies!can!be!expected!to!
arrive!on!the!health!care!market.!Recently!Sullivan!et.al.!published!a!40!page!paper!in!Lancet!
Oncology!on!the!financial!sustainability!of!cancer!care!and!it!seems!inevitable!that!gradually!
not! just! incremental! cost! effectiveness,! but! balancing! costs! or! even! the! potential! of! cost!
reduction! will! be! criteria! for! the! introduction! of! new! technologies(15).! This! supports! the!
need! for!early! stage! involvement!of!a! societal!perspective! through! technology!assessment!
knowledge!into!biotech!research.!As!this!will!have!to!take!place!in!a!much!earlier!stage!than!!
before,! researchers! may! feel! that! their! academic! freedom! will! become! compromised.!
Whether! this! leads! to! fierce! social! debates! remains! to! be! seen,! but! the! more! promising!
added!value!of!a!new!technology! in!combination!with!high!expected!costs! for!society,! the!
larger!the!chance!of!community!involvement!through!public!debate.!!
The! intrinsic! values!of!medicine! and!nursing! seem! to!be! sufficiently! strong! to! ensure! that!
most!issues!on!social!responsibility!and!integrity!are!settled!without!much!outside!attention.!
It! is! hard! to! decide! whether! the! growing! influence! of! business! logics! will! challenge! this!
professional!rigour.!!
It! is! inevitable! that! the! demand! for! transparency! on! the! chosen! policies! and! their!
implementation! requires! an! increasing! degree! of! (internal)! regulation! on! most! of! above!
mentioned!matters.!Whether!or!not!on!the!outside!radar,!as!a!consequence!these!matters!
will!require!explicit!internal!procedures.!
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Introduction+
"The!shocking!succession!of!corporate!meltdowns!signals!a!massive!leadership!failure!across!
the! financial! landscape."! This! statement,! made! by! Wharton! professor! Cappelli! (Capelli,!
2008),!represents!the!general!opinion!that!the!recent!collapse!of!major!financial!institutions!
and!the!global!economic!crisis!derived!from!this!appears!to!be!caused,!at! least!partly,!by!a!
severe!leadership!crisis.!!
!
Of!course,!it!is!not!bad!management!behavior!alone!that!caused!the!current!economic!crisis.!
But! the! financial! system! was! created! and! is! maintained! by! the! behavior! of! individuals,!
beginning!with! leaders,!who!have! formal!decision!power!as!well!as!control!over! resources!
and!others!(Yukl,!2006).!!Over!the!last!two!decades,!two!clear!trends!have!become!visible!in!
organizations;!1)!a! focus!on!attaining!short! term!organizational!goals,!and!consequently!2)!
leadership!behavior! that! is! directed! towards! self)interests! (Stoker!&! Smeets,! 2009).! These!
leadership! behaviors! can! be! characterized! by! a! strong! pressure! on! performance! and! by!
linking! rewards! to! significant! and! quantifiable! individual! results,! also! referred! to! as!
transactional! leadership.! Transactional! leaders! seek! to! bind! others! by! focusing! and!
emphasizing!the!exchange!relationship!with!others.!!
!
In!this!paper,!we!will!examine!the!role!of!the!transactional!leadership!in!relation!to!the!ways!
subordinates! evaluate! ethical! work! dilemmas.! In! examining! this! relationship,! we! aim! to!
contribute! to! the! current! media! attention! given! to! transactional! leadership! and! previous!
empirical! literature! by! demonstrating! that! the! impact! of! this! leadership! style! on! ethical!
behavior! is! not! limited! to! leaders! themselves:! It! also! impacts! on! how! their! subordinates!
judge!dubious!ethical!management!behavior.! ! That! is,! in! a! large! survey! (N!=!3083),! it!was!
found! that! the!ways! in!which! leaders! treat! and! reward! their! subordinates!will! impact! on!
these! subordinate’s! ethical! standards,! evident! from! their! moral! evaluations! of! work!
situations!where!top!managers!are!arguably!too!much!focused!on!their!self)interests.!
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Transformational+and+transactional+leadership+
The! American! leadership! expert! Burns! (1978)! was! the! first! to! contrast! transactional!
leadership!with!transformational!leadership.!Transformational!leaders!try!to!make!followers!
aware! of! ethical! issues,! and! mainly! focus! at! a! so)called! ‘higher’! collective! organizational!
interest! (Burns,! 1978).! ! A! vital! difference! between! transactional! and! transformational!
leadership!therefore!lies!in!the!role!of!morality.!Transformational!leaders!appeal!strongly!to!
the! moral! values! of! their! followers.! One! of! the! most! inspiring! examples! of! this! type! of!
leadership!behavior!was!shown!by!a!quote!from!John!F.!Kennedy!in!1961:!“And!so,!my!fellow!
Americans:! ask! not! what! your! country! can! do! for! you! –! ask! what! you! can! do! for! your!
country.”!!
!
With! its! strong! focus! on! self)interests,! the! transactional! leadership! style! does! not!make! a!
strong!moral!appeal!on! followers.!Such! leaders!put!an!emphasis!on!what! they,!given!their!
position,!will!do!for!those!who!are!committed!to!them.!In!the!realm!of!politics!for!instance,!
transactional!leaders!tend!to!appeal!to!its!voters!with!statements!like:!“If!you!vote!for!me,!I!
promise!to!lower!the!taxes!for!you”.!!
!
Although!Burn’s!ideas!originally!applied!only!to!political!leadership,!his!book!also!became!the!
starting!point! for! the! revival!of! leadership! research! in! the! realm!of!organizations.!Bernard!
Bass! (1985)! further! developed! the! dimensions! of! transformational! and! transactional!
leadership.! Whereas! transactional! leadership! style! remained! a! relatively! straightforward!
exchange!orientation,!in!which!the!leader!gives!rewards!when!a!follower!achieves!prescribed!
goals,!the!transformational! leadership!style!was!defined!as!a!more!visionary!approach!that!
inspires!followers!to!perform!beyond!expectations!(Bass,!1985;!Podsakoff!et!al.,!1990;!Bass!
&!Avolio,!1990).!!
!
The! large! body! of! literature! in! this! area! demonstrates! that! although! transactional! and!
transformational! leadership! seem! like! two! completely! different! behavioral! styles,! they!
should! in! fact! not! be! seen! as! polar! opposites! (Bass,! Avolio,! Jung,! &! Berson,! 2003).! Both!
leadership! styles! have! been! extensively! studied! and! leaders! can! indeed! utilize! both!
approaches!(for!an!overview,!see!Judge!&!Piccolo,!2004).!Nevertheless,!in!these!studies,!the!
effectiveness! of! transformational! leadership! (above! and! beyond! transactional! leadership)!
has! been! demonstrated! over! and! over! again.! Transformational! leadership! is! positively!
related! to! performance,! job! satisfaction! and! commitment! through! its! orientation! on!
collective! organizational! interests! and! its! creation! of! social! bonds! between! leaders! and!
followers!(Ashforth!&!Mael,!1989;!Bass,!1985;!Podsakoff!et!al.,!1990;!Judge!&!Piccolo,!2004).!
Transformational!leaders!make!sure!that!the!interest!of!the!organization!is!more!important!
than! the! interest! of! individual! employees,! and! by! doing! so,! employees! find! their! own!
interest!of!less!importance.!!
!
Apparently,!transactional!leadership!can!also!be!effective!in!enhancing!follower!compliance!
(Yukl,!2006),!because! it! is! clear! to!people!what!a! leader!expects! from!followers,!and!what!
they!can!gain!from!demonstrating!this!behavior.!Unfortunately!though,!with!its!focus!on!self)
interest,! this! style! also! has! the! potential! downside! of! affecting! follower! moral.! Because!
transactional!leadership!emphasizes!the!importance!of!striving!after!specific!individual!goals,!
the! salience!of! reaching!your!own!goals!becomes!dominant.! For! this! reason,! transactional!
leaders! might! very! well! be! one! of! the! explanations! for! the! leadership! behaviors! that!
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contributed!to!the!financial!crisis:!the!fact!that!is!it!‘normal’!to!go!after!your!own!interest!can!
influence! the! way! in! which! people! perceive,! accept! and! even! show! certain! managerial!
behavior!–!through!all!layers!of!an!organization.!Thus,!the!central!question!of!our!research!is!
whether! there! is! a! relationship! between! the! extent! to! which! people! have! transactional!
leaders!and!their!moral!perceptions!of!top!managerial!behavior!oriented!towards!gaining!or!
fulfilling!dubious!self)interested!goals.!Generally!speaking,!we!expect!people!to!demonstrate!
more!understanding!for!top!managers!who!display!doubtful!ethical!behavior!when!they!are!
being!led!by!a!transactional!leader!than!by!a!transformational!leader.!
Gender+and+Ethical+Decision+Making+
In!examining!our! research!question,!we!also!considered! it! important! to! look!at! the!role!of!
gender.!Previous!research!has!reported!strong!gender!effects!on!(the!inclination!to!display)!
moral! behavior,!making! it! only! logical! to! test!whether! the! relationship! between! having! a!
transactional!leader!and!making!justifications!for!self)interested!behaviors!of!top!managers!
differs! for!men! and!women.! For! example,! a! large! number! of! studies! have! concluded! that!
women!score!higher!in!terms!of!business!ethical!standards!and!behaviors!than!do!men!(see!
Borkowski!&!Urgas,!1998;!Franke,!Crown!&!Spake,!1997).!Although!some!researchers!have!
argued! that! gender!effects!on!ethical! decision!making!have!been! inconsistent,! Kennedy!&!
Lawton! (1996:! 904)! concluded! that! up! to! now,! none! of! the! findings! demonstrated! clear!
higher!standards!for!men!than!for!women.!It!is!generally!agreed!upon!that!women!tend!to!
carry!higher!moral!standards!than!men!because!the!two!sexes!differ!from!each!other!in!their!
moral!reasoning!(Robin,!Reibenbach!&!Babin,!1997;!Roxas!&!Stoneback,!2004).!Men!tend!to!
value!independence!and!in!order!to!obtain!this!goal,!they!are!willing!to!take!risks!and/or!do!
not! mind! a! certain! degree! of! competition! (Grimshaw,! 1999;! Weeks,! More! &! McKinney,!
1999).!Women,!on! the!other!hand,! value! independence!as!well,!but!are!at! the! same! time!
more!sensitive!to!the!social!and!consequences!of!their!actions.!Accordingly,!they!are!more!
thoughtful!of!how!they!behave!and!what!behavior!is!considered!appropriate!and!(a)moral.!!
!
Importantly,! because! the! abovementioned! behaviors! are! so! strongly! associated!with!men!
and! women,! they! are! often! also! stereotypically! expected! from! them! by! others! (see! the!
distinction! between! agentic! vs.! communal! traits,! Eagly! &! Karau,! 2002).! These! role!
expectations! are! another! reason! why! men! are! more! likely! to! evaluate! doubtful! ethical!
behavior! positively! than!women.! According! to! the! theory! of! expectancy! violation,! people!
evaluate! others! more! extremely! when! their! behaviors! violate! stereotyped! expectations!
(Burgoon!&!Hale,!1988).!Indeed,!research!has!demonstrated!that!in!the!moral!domain,!men!
are! less! negatively! evaluated! than!women,! precisely! because!men! are! protected! by! their!
agentic! and! competent! image.! Women! are! more! likely! to! suffer! consequences! when!
engaging! in,! or! approving! of! immoral! behavior,! because! they! violate! the! expectation! of!
being!communal!and!just.!!
!
Taken!together,!we!propose!that!men!are!more!likely!to!be!influenced!by!leaders!who!use!a!
transactional!style!than!women.!On!the!basis!of!the!empirical!findings!reported!above,!it!is!
likely!that!from!a!men’s!perspective,!behaviors!from!top!managers!that!are!directed!towards!
gaining! self)interests! are! already! considered!within! the!boundaries!of!what! is! normal.!We!
therefore! expect! that! they! are! more! open! to! the! influence! of! a! transactional,! reward)
oriented!leader!than!women.!Particularly,!in!contrast!to!women,!men!should!be!more!likely!
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to! think! that! immoral! management! behavior! is! relatively! acceptable! when! they! have! a!
transactional!leader!than!when!they!do!not!have!such!a!leader.!!
Method+
In! 2007,! we! conducted! a! large)scale! online! survey! on! amongst! 3083! readers! of! a! Dutch!
magazine,!called! Intermediair.!Because!10%!of!the!respondents! indicated!that!they!did!not!
have! a! leader,! they! were! excluded! from! the! analyses,! resulting! in! a! total! of! 2786!
respondents.!Of!these!respondents,!67%!were!male!(33%!female),!with!an!average!age!of!37!
years!(SD!=!5.8).!!
!
Independent2measures2and2control2variable2
Next!to!the!gender!of!the!respondents!(i.e.!the!moderator!variable),!we!measured!to!what!
extent! their! leader! used! a! transactional! and! transformational! leadership! style! (i.e.! the!
independent! variables).! Respondents! were! asked! to! rate! their! leaders’! transactional!
behavior! measured! on! a! four! item! scale! derived! from! the! Charismatic! Leadership! in!
Organizations! Questionnaire! (De! Hoogh,! Den! Hartog,! &! Koopman,! 2005;! Cronbach’s! α! =!
0.88).! Respondents! further! answered! 6! items! to! obtain! their! leaders’! transformational!
behavior.!This!scale!is!based!on!the!original!transformational!leadership!scale!developed!by!
Podsakoff! and! colleagues! (1990),! but! consists! of! the! highest)loading! item! for! each! sub)
dimension! to! create! a! single! higher)order! measure! (see! Judge! &! Piccolo,! 2004;! De! Poel,!
Stoker,!&!Van!der!Zee,!2011;!Cronbach’s!α!=!0.87).!Both!constructs!were!obtained!on!7)point!
Likert)type!scales!ranging!from!1!(totally!disagree)!to!7!(totally!agree).!
!
The!respondents!of!this!sample!worked!at!different!management!levels,!meaning!that!42%!
was!being! led!by!a! leader!but!at! the!same!time,!were!also! leading!others! themselves! (e.g.!
those!at! the! intermediate!management! level).! Being!a! leader,! and!having! some!degree!of!
power,!generally!causes!people!to!be!more!focused!on!rewards,!and!to!be!positively!biased!
towards! their! own! behavior! as! well! as! towards! the! behaviors! of! powerful! others! (see!
Overbeck!&!Park,!2001).!For!this!reason,!we!controlled!for!the!existence!of!perceived!power!
differences! and! its! effects! on! our!main! dependent! variable! in! our! analysis.!We!measured!
perceived!power!with!the!following!item;!“To!what!extent!do!you!think!that!you!have!power!
within! your!organization”?! (Lammers,! Stoker!&! Stapel,! 2009).! The! standard! scale!used! for!
this!item!is!1!(not!at!all)!to!5!(very!much).!
!
Dependent2measure2
After! administering! the! control! variable! and! our! independent! variables,! we! asked!
respondents! for! their! opinion! on! a! work! situation! where! managers! behaved! relatively!
immoral! according! to! societal! ethical! standards.! That! is,!managers! clearly! strived! for! their!
own!interests!at!the!cost!of!others.!The!scenario!is!described!as!follows;!“Company!X!finds!
itself!in!a!very!competitive!market.!All!the!time,!goals!have!to!be!adjusted!and!new!courses!
have!to!be!set!out! in!order! to!survive.!At! the!moment,! things!are!going!slightly!better,!but!
during! the! last!years,! severe! losses!were!made.!People!were!dismissed,!and! the!employees!
who!stayed,!haven’t!had!a!raise!in!salary!for!ages.!However,!salaries!of!the!board!of!directors!
were! raised! up! to! 40%,! in! order! to! be! in! accordance!with! the!market”.!After! reading! this!
information,!respondents!were!asked!to! indicate!to!what!extent!they!consider!this!raise! in!
salary!justified.!Here,!we!used!a!scale!from!1!(not!at!all)!to!9!(not!at!all)+
! 69!
Results+
We! tested!our! hypotheses!using!hierarchical! linear! regression.!As! recommended!by!Aiken!
and!West!(1991),!we!standardized!all!predictor!variables,!and!computed!interaction!effects!
by! multiplying! the! respective! standardized! predictor! variables.! In! separate! analyses,! we!
regressed!the! justification!of!the!manager’s!self)interested!behavior!on!power!(the!control!
variable),! gender! (the! moderator),! transactional! leadership! (IV1),! transformational!
leadership!(IV2)!and!the!interaction!term!of!gender!and!transactional!leadership.!!
Before! discussing! the!main! results,! it! is! interesting! to! discuss! the! simple! correlation! table!
(Table!1).!From!this!table,! it!can!be!seen!that!of!all!measures,!transactional! leadership!was!
strongest!related!to!the!justification!of!the!managerial!behavior!in!the!scenario,!as!expected.!!
!
!
! Variable+ + 1+
+ 2+ + 3+ + 4+ +
1.! Gender! ! !
! ! ! ! ! ! !
2.! Power!position! ! ).16**!
! ! ! ! ! ! !
3.! Transactional!leadership! ! ).05*!
! .16**! ! ! ! ! !
4.! Transformational!leadership! ! .00!
! .16**! ! .61***! ! ! !
5.! Justification!of!management!behavior! !
).07**! ! .12**! ! .13**! ! .06**! !
!(N!=!2786,!*!p!<!.05;!**!p!<!.01;!***!p!<!.001).!
!
Table!1:!
Descriptive!statistics!and!Pearson!zero)order!correlations!amongst!the!study!variables!
!
Nevertheless,! gender! and! power! are! indeed! also! related! our! dependent!measure.! In! line!
with!previous!research,!it!was!found!that!relatively!positive!responses!towards!the!doubtful!
behavior!of!the!top!management!were!associated!with!having!power,!or!with!being!male.!!
When!looking!at!the!main!analysis,! it!becomes!clear!that! in!addition!to!gender!and!power,!
leaders! with! a! transactional! style! significantly! predicted! the! opinion! of! respondents! with!
respect!to!the!dubious!description!of!the!top!management.!Thus,!the!more!the!leader!of!a!
respondent! displayed! transactional,! reward)based! behaviors,! the!more! understanding! this!
respondent!felt!for!the!self)interested!management!behavior.!As!hypothesized,!there!was!no!
effect!of!transformational!leadership.!!
! !
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! Model+1+ + Model+2+ Model+3+
!!!!
!!!Intercept!
!
!
2.20!(.03)***!
! ! !
2.19!(.03)***!
!
!
!
2.19!(.03)***!
!
!
!!!Gender!!
!!!Power!position!
!!!Transformational!leadership!
!!!Transactional!leadership!
!!!Gender!x!transactional!
).07!(.03)**!
.12!(.04)***!
!
!
!
!
!
!
! ).06!(.03)**!
.11!(.04)***!
).04!(.04)!
.13!(.04)***!
!
!
!
!
).06!(.03)**!
.11!(.04)***!
).04!(.04)!
.13!(.04)***!
).05!(.03)**!
!
!!!!
R²!
R²!change!
!
.020***!
.020***!
! ! !
.032***!
.012***!
!
!
!
.035**!
.003**!
!
!
(N!=!!2786,!*!p!<!.05;!!**!p!<!.01;!***!p!<!.001).!!
!
Table!2:!
Results!regression!analysis!
!
Importantly! though,! as! one! can! further! see! in! the! results! from! the! regression! analysis! in!
Table! 2,! the! expected! interaction! effect! of! gender! and! having! a! transactional! leader! on!
respondents’! moral! evaluation! of! the! scenario! also! existed.! Compared! to! female!
respondents,!male!respondents!were!much!more!sensitive!to!the!transactional!leadership!of!
their!manager.!The!more!transactional!their! leader! is,!the!more!male!respondents! justified!
the!managerial! behavior! displayed! in! the! scenario.! This!was! relationship! did! not! exist! for!
female!respondents.!!The!interaction!pattern!is!depicted!in!Figure!1,!below.!!
!
!
Figure!1:!
The!relationship!between!transactional!leadership!behavior!and!justification!for!managerial!behavior!
aimed!at!self)interest!
Transactional leadership behavior  !
A lot!Very little 
!
3!
2!
1!
0!
Female!
Male!
Gender:!Managerial 
behavior 
justified?!
! 71!
Conclusion+and+discussion+
Our! results! show! that! there! is! a! relationship! between! gender,! power,! and! transactional!
leadership!on!the!one!hand!and!people’s!justification!of!managerial!behavior!aimed!at!self)
interest!at!the!other.!The!most!striking!finding!is!that!the!more!one!is!led!by!a!transactional!
leader,!the!more!understanding!one!has!for!behavior!driven!by!a!strong!self)interest.!This!is!
especially!the!case!for!male!employees.!!
!
There!are!some!limitations!to!our!finding.!To!start,!the! interaction!term!of!gender!and!the!
transactional!behavior!of!one’s! leader!explained!not!a!substantial!amount!of!variance.!But,!
as!McClelland!and!Judd! (1993)!already!argued,!given!that!clearly! interpretable!moderating!
effects! are! difficult! to! establish! in! large! sets! of! field! data,! even! interaction! coefficients!
explaining! as! little! as! 1%! of! variance! is! worth! exploring! and! can! help! us! understand!
important!phenomena,!such!as!why!employees!allow!their!leaders!to!display!self)!interested!
and! even! unethical! behaviors! within! organizations.! Our! study! demonstrates! one! possible!
explanation! for! this! question,!namely! that! employees! are!highly! vulnerable! to! the! type!of!
leadership! style! that! their! superior! is! using,! especially! men.! As! such,! self)interested!
behaviors!of!the!top!management!levels!is!likely!to!trickle!down!the!organization,!!
!
Another!limitation!of!this!study!is!that!we!only!tested!the!hypothesized!relationship!between!
transactional! leadership! and! perceptions! of! dubious! managerial! behavior! by! providing!
respondents!a!hypothetical!situation.!We!acknowledge!that!it!is!important!to!further!explore!
this!relationship!with!evaluations!of!their!own!top!management.!Nevertheless,!we!also!want!
to! emphasize! that! it! is! quite! difficult! to! reduce! social! desirability! effects! in! research! on!
ethical!beliefs,!or!to!capture!people’s!true!opinions!about!the!moral!behaviors!of!their!direct!
managers!without!them!fearing!repercussions.!This!is!why!we!consider!our!use!of!a!scenario!
measure!a! first!good!step! in!getting!a!better!understanding!of! the!conditions!under!which!
people! become!more! liberal! in! their!moral! interpretations! of! self)interested!management!
behavior.!!
!
Our!findings!have!important!theoretical!and!practical!implications.!Theoretically,!our!findings!
do! not! imply! that! transactional! leadership! behavior! is! immoral,! or! that! transactional!
leadership!is!a!‘bad’!leadership!style.!But!the!results!do!suggest!that!transactional!leadership!
is!amoral.!Leaders!who!use!this!style!tend!to!leave!ethical!values!aside,!or!pay!less!attention!
to!them.!Instead,!they!focus!on!a!mere!exchange!between!performance!and!pay.!Thus,!their!
emphasis!on!exchange!relationships!as!well!as!on!personal!outcomes!indeed!seems!to!have!
a!downside.!As!Capelli!(2008)!coined!it)!it!makes!people!turn!their!‘eyes!on!the!wrong!prize’.!
It!directs!employees!to!pursue!their!own!self)interests!more!and!more,!and!sometimes!even!
at!the!costs!of!the!organization's!interests.!!
!
Given! that! men! especially! are! ‘negatively’! affected! by! transactional! leadership! when! it!
comes!to!the!moral!domain!underlines!the! importance!of!our! finding.!Nowadays,!men!are!
still! the! majority! in! top! management! positions,! and! are! primarily! situated! in! powerful!
positions.!As!such,!the!threat!of! low!moral!standards!within!organizations!seems!to!be!the!
highest!amongst! those!who!can!do!most!damage;!powerful!men! (Shleifer!&!Vishny!1986).!
Our!finding!thus!supports!the!notion!that!more!diversity!at!top!management!levels!is!needed!
in!order!to!shape!an!ethical!business!climate.!!
!
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Our!findings!have!practical!implications!for!organizations,!managers!and!HR)practitioners.!Of!
course,!it!would!be!naive!to!claim!that!only!more!diversity!at!the!top!organizational!levels,!or!
a!change!in! leadership,! is!needed!to!deal!with!the!consequences!of!the!financial!crisis.!But!
there!are!solutions!to!be!found!within!the!context!of!leadership.!For!instance,!organizations!
could! decide! to! focus! less! on! stimulating! transactional! leadership.! Instead,! organizations!
might!want!to!look!for!and!develop!leaders!who!focus!more!on!collective!interests!and!long)
term!goals!of! the!organization! (see!also!Stoker!&!Smeets,!2009).!This!could!be!reached!by!
developing!other! skills! in! leaders,! such!as! the! ‘level)5’! leadership!characteristics! that!were!
described! by! Collins! (2001).! He! (2001)! argues! that! successful! organizations! are! led! by!
managers!who!both!have!willpower!and!humility:!"Level!5! leaders!channel! their!ego!needs!
away! from! themselves! and! into! the! larger! goal! of! building! a! great! company.! It's! not! that!
Level!5!leaders!have!no!ego!or!self'interest.!Indeed,!they!are!incredibly!ambitious!'!but!their!
ambition! is! first! and! foremost! for! the! institution,! not! themselves"! (page! 21).! In! the!
Netherlands,!there!was!a!level)5!leader!election!in!2007.!The!winner!was!Ton!Westendorp,!
at!that!time!CEO!of!NEDAP.!When!he!was!awarded!this!price,!he!did!not!want!his!picture!in!
the!newspapers.!He!stated:!“I!have!always!avoided!these!things.!If!I!go!on!camera,!it!seems!
like! it! is!all!about!me.!Like! I!want!to!put!myself! first.!But! it's!not!about!me,! it! is!about!the!
company"!(Van!Lonkhuijzen,!2007).!!
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+
1.+The+development+of+the+idea+of+„quality+management“+
A! lot! of! the! history! of! leadership! has! been! the! history! of! warlords.! The! stories! we! have!
learned!in!school!are!about!great!men!that!have!motivated!their!armies!to!annihilate!their!
enemies,!until! they!have!again!met!their! fate! in!some!later!battle.!Examples!might! include!
Alexander! the!Great,!Marc! Aurelius,! Napoleon,! Attila! the!Hun! and! so! on.!Most! organized!
activity!has!been!military!activity!in!armies;!other!work!has!typically!been!based!on!the!skills!
of! the! individuals.! These! craftsmen! motivated! themselves! and! also! controlled! their! own!
quality! )! whenever! something!was!wrong,! they! kept! on! improving! the! product! until! they!
were!happy!with!it.!
!
Other! kinds! of! organisations! we! now! know! and! can! relate! to! are! relatively! recent!
innovations.! Industrial!manufacturing! )! and! even!most! big! cities! )! are! a! product! of! 1800s.!
Industry,! again,! started! in! such! peaceful! business! environment! that! the! work! could! be!
planned! very! carefully! and! divided! between! individuals! )! instead! of! leadership,! the! early!
years!of! industrial!production!concentrated!on!management,!dividing!the!tasks,!controlling!
and! giving! targets! and! orders.! This! was! possible! because! there!was! a! constantly! growing!
demand!on!nearly!everything.!Except!for!economic!hiccups!caused!by!the!two!world!wars,!
the!situation!prevailed!like!this!all!the!way!to!the!last!decades!of!the!20th!century.!Industries!
were!thus!not! in!early!20th!century! led!as!orchestras,!but!rather!as!a!group!of! individuals.!
The!basic! unit! of!management!was! an! individual! task.!Quality!management!was! thus! also!
based! on! inspection! of! individual! work.! According! to! the! principles! of! Taylor! (1911)! and!
others,!the!inspectors!had!to!be!a!separate!group!of!people!from!the!persons!involved!in!the!
manufacturing! or! service! )! everybody! had! to! specialize.! This! practice! caused! a! lot! of!
unproductive! work! and! lack! of! motivation! but! created! good)quality! products! to! the!
customers!)!as! long!as!the!products!were!simple,!mechanical,!and!could!be!tested!without!
destroying!them.!
!
The! industrial! management! has! developed! along! the! industry.! The! simple! early! mass)
produced!things!required!simple!persons!to!do!simple!things,!and!they!could!be!managed!by!
very!simple!mechanistic!principles;! the!more!complex!the!products!and!the!manufacturing!
tasks!became,!the!more!knowledgeable!the!workers!had!to!be!and!the!more!they!had!to!be!
led! and!motivated! as! complete! human! beings! with! both! physical! and!mental! needs.! The!
management!discourse!has!from!the!Taylorism!of!the!1910s!gone!through!pendulum!swings!
of!at!times!more!mechanistic!ideas!and!more!humanistic!ideas.!Arguably,!the!first!products!
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where!Taylor's!principles!(1911)!were!not!seen!to!work!well!enough!were!the!manufacturing!
of! electrical! appliances,! especially! telephone! switchboards.! These! partly! required! quite!
complex! knowledge! of! the! workers,! partly! included! many! material)derived! failure!
possibilities! that!accumulated! in!a!way! that!was!nearly! impossible! to!detect!by!a! series!of!
inspections!of!individual!parts.!Two!managerial!developments!took!place:!the!big!telephone!
switchboard! manufacturers! took! help! of! statisticians,! especially! Walter! Shewhart! (1931,!
1939)!and!his!students!at!AT&T/Bell!and!General!Electric,!to!get!rid!of!the!inspection!and!the!
accumulating! quality! problems,! while! in! other! factories! the! interest! was! turned! to! the!
motivation! of! the! all)the)more! knowledgeable! workforce.! The! most! famous! of! these!
attempts! were! the! trials! of! improvements! in! the! work! environment! conducted! at! the!
Hawthorne!factories!of!Western!Electric!(Mayo!1945).!
!
The! same! ideas! have! through! the! 1900s! always! been! used! even! in! non)manufacturing!
industries;! bureaucratic! office! organisations! and! control! systems! were! used! in! service!
companies! too,! as! long! as! the! customers! did! not! understand! the! possibility! and! value! of!
choice.! I!do!not!know!for!sure!where!the! idea!originally!came!from,!but!somewhere!along!
the!timeline!there!was!a!shift!from!manufacturer!to!customer.!At!that!time!the!management!
shifted! back! to! leadership,!managers! took! a! background! position! and!made! room! for! the!
front)line!worker!present!in!"the!moment!of!truth",!the!service!encounter,!first!in!hospitality!
and! airliner! industries,! then! also! in! public! organisations.! The! emphasis! of! this! front)line!
experience!was!made! especially! clear! in! the! 1970s!when!many,! especially! Nordic,!writers!
(Lehtinen,!Gummesson,!Grönroos,!but!also!Parasuraman!et!al.!in!Miami;!see!Zeithaml!1990,!
Edvardsson!&!Andersson!1999,!Grönroos!2000)!started!to!develop!the!theory!and!methods!
for! how! well! the! customers'! expectations! were! fulfilled.! A! famous! example! was! the!
customer!service!drive!at!Scandinavian!Airlines!(Carlzon!1985).!From!services,!the!customer!
needs!orientation!quite!rapidly!also!was!taken!to!the!industry!practices,!and!has!been!one!of!
the!pillars!of!the!TQM!movement!that!created!a!lot!of!interest!in!the!1980s!and!later.!
!
After!this!shift,!things!started!to!happen!quickly.!The!automotive,!steel,!household!appliance!
and!electrical!industries!on!USA!and!Europe!(especially!the!UK),!a!long!time!the!inspiration!of!
all!MBA!management! thinking,! clearly! lost! ground;! studies!of! the! Japanese!manufacturers!
revealed!ideas!such!as!quality!management,!friendly!relations!to!suppliers,!process!thinking,!
customer!orientation!and!leveraging!the!skills!of!the!personnel!in!improvement!and!problem!
solving.! This! was! arguably! the! first! real! management! thinking! sea)change! ever! (except!
maybe! for! the!wars)! )! in! just! some!years,!most!of! the! traditional! thinking!went!overboard!
and!managers! started! to! understand! the! traditional!management!methods!were! inept! to!
change! as! quickly! and! often! and! completely! as! was! needed.! At! this! stage,! in! the! 1980s,!
change!was! to! become! a! natural! everyday! requirement.! The! first! attempts! to! change! the!
manufacturing!industries!was!to!take!a!look!at!the!processes.!The!Americans!imported!back!
the!methods!of!Shewhart!et!al.! together!with!the!Japanese!derivatives!such!as! the!Hoshin!
Kanri! planning,! quality! circles! and! the! Corporate)wide! Quality! Control! (renamed! "Total!
Quality! Control"! in! the!U.S.;! Ishikawa! 1985)! that! includes! long)term! supplier! relationships!
and! attention! to! detail! such! as! order! and! cleanliness.! In! the! UK,! however,! the! chosen!
approach! was! to! expand! the! AQAP! military! production! process! control! standards! to! the!
most! threatened! industries,! especially! automotive,! and! by! audits! force! the! supply! chain!
partners!to!comply!with!requirements!and!to!try!and!prevent!failures!in!advance!(Wilkinson!
&!Willmott!1995).!
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Both!of!these!approaches!were!widely!utilized!at!least!in!the!bigger!companies!that,!firstly,!
had! big)enough! manufacturing! batches! so! that! the! statistical! approach! made! sense,! a!
systematical)enough! demand! so! that! the! policy! deployments! could! be! effectively! utilized,!
and!enough!of!negotiation!power!so!that!the!quality!standards!could!be!demanded!by!the!
suppliers.! Thus! the! ideas! traveled! upward! and! downward,! especially! in! the! automotive,!
electrical!and!aerospace!supply!chains.!The!first!versions!of!these!ideas!were!still!quite!static,!
however,!and!did!not!consider!the!beginnings!of!globalization!behind!the!Japanese!victories!
on! the! market.! The! emphasis! was! quite! single)eyed,! based! on! the! fulfillment! of! the!
requirements.!
!
A! part! of! the! change! was! the! microprocessor:! simple! work! disappeared! in! many! places,!
automated,!and!)!at!least!in!theory!)!the!real!thinking!power!of!individuals!was!released!to!
run! the! key! processes! for! greatest! stakeholder! value.! This! meant! that! most! of! the!
"management"!was!in!a!short!time!rendered!obsolete!)!turned!from!managing!personnel!to!
managing! processes,! while! the! personnel! now! lead! themselves! in! their! practical! tasks!
(Katzenbach! &! Smith! 1993).! The! "traditional"! war! hero! leader! is,! in! some! way,! back! )!
showing! the! direction,! letting! the! teams! to!make!most! of! the! practical! decisions,! able! to!
believe!in!the!knowledge,!learning!abilities!and!imagination!of!individuals!)!and!of!their!own!
will! to!stay!alive! in!a!situation!they!understand.!The!theoretical!background!to!this!way!of!
thinking!was! in!the!contingency!theories,!developed!in!the! late!1960s!)!according!to!which!
there!was!no!universal!right!thing!to!do,!the!management!approaches!and!tools!had!to!be!in!
fit!with!the!situation.!Maybe!the!most!read!managerial!application!of!this!thought!has!been!
"The!Situational!Leadership"!by!Hersey!and!Blanchard!(1988).!
!
In!the!U.S.A.!a!new!managerial!philosophy!based!on!the!mission!of!a!team!and!on!releasing!
everybody's! abilities,! skills! and! motivation! towards! the! mission! in! a! constantly)changing!
environment! ("empowerment",! not! too! far! from! the! ideas! of! the! service! quality! "Nordic"!
school!and!SAS!in!the!1970s;!Carlzon!1989)!was!gaining!popularity!at!the!same!time.!Maybe!
somewhat! surprisingly,! this! approach! was! developing! especially! in! the! U.S.! Army! and! Air!
Force!(Creech!1994).!The!reading!public!seems!to!have!confused!the!name!of!this!ideology!
and! the! Japanese!methods,!especially!when! the!Air!Force!decided! to!use! the!abbreviation!
TQM! (Total! Quality! Management)! of! their! approach! as! opposed! to! the! Japanese! Total!
Quality!Control.!The!newspapers!and!scientists!quickly!renamed!the!Japanese!methodology!
to!TQM!and!started!to!promote!that!as!an!American!invention!(what!it,!basically,!was!)!the!
statistics!of!Shewhart!et!al.!as!taught!in!Japan!by!Deming,!Juran!and!Feigenbaum).!After!the!
mid)1980s!nobody!thus!has!been!really!sure!of!what!TQM!really! is!supposed!to!be,!so!the!
current!ideas!are!mostly!based!on!the!empirical!developments:!TQM!is!today!what!most!of!
the!international!companies!do!when!they!say!they!implement!QM.!The!contingency!idea!is!
very!clear!here,!and!the!adjustments!of!the!correct!practices!are!being!moved!lower!down!
the!organisational!hierarchies.!!
!
Simultaneously,! QM! has! become! an! umbrella! where! all! kinds! of! humanistic! (motivation,!
mission,! customer! orientation)! and! mechanistic! (statistical! methods,! quality! system!
standards,!process!approach,!even!profitability)!have!been!collected!under.!TQM!can!maybe!
be! illustrated! as! a! practically! unreachable! 100!%! state!where! companies! are! supposed! to!
strive! towards! the!goals! that!all! the! time!run!away! from!them!(the!goals!are!contingency)
based,!always! relative! to! the!state!of! the!other!companies!and! the!changing!habits!of! the!
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customers).! The! best! practical! illustrations! of! the! current! state! of! TQM! are! in! the! quality!
award!schemes!(which!not!even!always!mention!the!word!"quality"!any!more!)!instead,!they!
spur!the!companies!to!strive!towards!"excellence";!Hardjono!et!al.!1999).!
!
What!are!the!next!changes!?!How!do!we!lead!people!through!them?!The!answer!must!still!
be! based! on! the! idea! of! the! decentralized! computing! of! a! microprocessor:! the! thinking!
power!of!millions!of! small! strategically! located!processors! is!much!bigger! than!what!could!
ever!be!built!in!a!central!machine.!There!is!no!way!to!turn!back!the!time!and!return!to!the!
command! armies! in! industry! or! service! businesses! of! the! western/northern! world! (some!
third)world!organisations!still!seem!to!work!as!50!years!ago,!though;!Klein!2002).!Thus,!even!
the!"human!machine"!must! just!get!the!right! input!and!make! its!own!calculations! in!every!
single!point!of!action.!The!role!of!the!leadership!is!to!provide!the!channels!where!that!input!
can!get!in!without!distortion.!
2.+Some+„Quality“+and+„Management“+background+theories+to+ponder+
2.1.+Theories+that+built+the+(American/)Japanese+TQC+approach+
Cost!of!quality!
The!quality!management!approaches!typically!assume!that!ultimately!it!is!less!costly!to!make!
a!good)quality!product!or!service!than!to!ship!an!inferior!product.!A!fundamental!premise!of!
the! quality! movement! is! that! the! costs! of! poor! quality! (such! as! inspection,! rework,! lost!
customers,! and! so! on)! are! far! greater! than! the! costs! of! developing! the! processes! that!
produce!high)quality!products!and!services.!The!most!illustrative!defenders!of!this!view!are!
Crosby! (1985)! and! Taguchi! (1986).! Although! it! is! difficult! to! prove! this! assumption! by!
traditional! accounting! practices! (quality! cost! thinking! practically! compares! today's! cost! to!
future!benefits,!so!investment!calculus!would!be!a!more!suitable!tool,!even!if!the!causality!
would! still! be! difficult! to! determine! definitively),! all! the! major! "classic! gurus"! (Juran!
1974:5.1)5.15,!Ishikawa!1985:104)105!and!Deming!1986:11)12)!hold!and!promote!this!view.!
Their!message,! however,! is! stronger! than! just! that! of! cost/benefit! ratio:! the! point! is! that!
good!quality!product!or!service!is!essential!for!the!long)term!survival!of!the!organisation.!!
Empowerment:!Human!mutability,!motivation!and!loyalty!&!McGregor's!X'Y'!theory!
The! Japanese! seem! to! very! early! have! given! the! practical! responsibility! of! making! good!
quality! products! to! the! front)line! individuals.! As! is! clear! from! books! and! novels! that!
somehow!depict! the! Japanese! culture! (Clavell's! "Shogun"! comes! to!mind)! it! is! among! the!
createst! offenses! to!make! someone! lose! face.! Thus,! everybody! is! responsible! both! of! the!
reputation! of! their! supervisors! and! bosses! but! also! the! whole! organisation's! reputation!
towards! the! customer.! Also! in! the!Western! world! it! would! seem! natural! that! everybody!
wants! to! do! the! work! as! well! as! possible,! care! about! the! quality! of! the! work! and! take!
initiatives! to! improve! it.! this! thought! had! in! the! west! been! buried! under! the! Taylorist!
supervision!and!inspection!ideas!and!was!only!relieved!by!McClelland!(1961)!and!McGregor!
(1960)!who!stated!that!at!least!the!human!beings!had!to!be!of!two!types:!the!ones!who!were!
achievement)oriented,! self)motivated!and! interested!and!wanted! to!do! their!best!and! the!
ones,!possibly!even!a!small!minority,!who!were!lazy!and!needed!to!be!controlled!strictly.!It!is!
interesting! to! note,! however,! that! Taylor's! ideas! of! scientific! management! seem! to! have!
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been!quite!highly!ranked!in!Japan!too,!and!that!they!could!there!be!connected!with!worker!
participation!very!well.!!
!
Then,! if!human!beings!are!seen!to!be!able!to! learn,!they!must! inevitable!also!be!willing!to!
learn,!according!to!the!above!assumption.!The!long)term!health!of!an!organisation!depends!
on! continuous! improvement.! Opportunities! to! improve! the! work! always! exist,! and! a!
commitment! to! continuous! improvement! and! learning! ensure! that! people!will! never! stop!
learning!about!the!work!they!do.!
We’re!not!alone:!Organisations!as!systems!
It! is!evident! from!most!of! the!quality!movement!discussion! that!organisations!are! seen!as!
systems!of!many! interconnected!parts!and!closely!connected!to!their!environment,!and!all!
the! problems! they! face! invariably! cross! the! boundaries! and! functional! lines! of! the!
organisation.! For! example,! manufacturing! challenges! must! be! addressed! in! product!
development!stage!or!serious!problems!will!occur.!Most!quality!theorists!(e.g.!Deming!and!
Juran)! state! that! cross)functional! problems! should! be! addressed! collectively! by!
representatives! of! all! relevant! functions! (after! their! occurrence,! it! is! worthy! of! note;! ISO!
9001! requires! preventive! cross)functional! reviews! in! advance).! The! Toyota! production!
system! (Shingo! 1995),! while! using! this! kind! of! "committees"! widely! to! solve! functional!
problems,!was!between!the!functions!based!on!a!"internal!customer!relationship"!where!the!
next! functional!department! in! line! stated! the! requirements! the!previous!one!had! to! fulfill!
("pull!system").!The!same!idea!is!one!of!the!basics!of!the!process)improvement!theories!of!
Goldratt!(see!e.g.!1992).!
Senior!management!responsibility!
All! the! quality! management! literature! views! quality! as! ultimately! and! inescapably! the!
responsibility! of! top! management.! because! senior! managers! create! the! organisational!
systems!that!determine!how!products!and!services!are!designed!and!produced,!the!quality)
improvement! process! must! begin! with! management's! own! commitment! to! quality.! This!
means!that!the!management!must!make!it!clear!that!quality!is!the!most!important!target!for!
the!activities;!if!something!else!is!more!important,!quality!is!always!compromised!sooner!or!
later.! Some! statistical! thinking! (by! e.g.! Deming! 1986,! Ishikawa! 1985)! states! that! all! the!
systematic! problems! in! quality,! adding! up! to! 80)90! per! cent! of! all! the! problems,! are!
problems! of! management! and! can! only! be! changed! by! the! management! because! these!
problems!require!investments!to!machines!or!training!the!workers!are!not!allowed!to!decide!
on,!or!changes!in!systems!that!must!be!decided!upon!at!the!management!level.!
Process!focus!
The!quality!of!a!product!or!a!service!is!not!really!the!quality!of!the!product!or!service,!other!
than!in! individual!cases.!The!possibility!of!continuously!making!quality!products!or!services!
depends!on!the!quality!of!the!production!process,!which!must!therefore!be!prioritized.!It!is!
not!sufficient!to!provide! just!goals! for!hoped)for!outcomes,! in!addition,!a!process!must!be!
invested! in,!and!the!management!must! train!and!coach!employees! to!analyze,!assess,!and!
continuously!improve!the!work!processes.!
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Variability!
The!enemy!of!quality!is!the!variability!of!the!process.!Basically,!everybody!can!make!a!good!
product!sometimes,!but! if! the!variability!of!a!process! is!huge,! it! is! impossible!to!promise!a!
customer!two!good!products,!let!alone!bigger!series.!This!means!that!the!first!task!is!to!get!
variability!of!the!process!down!)!the!products!and!services!should!be!similar!from!one!to!the!
other.!Only! if! the! process! is! free! of! excess! variance! can! the! process! be! steered! so! that! it!
produces! the! optimal! product,! and! the! assessment! and! control! of! the! variance! must! be!
made!by!those!who!perform!the!organisation's!front)line!work.!
!
Only!when!the!root!causes!of!variability!have!been! identified!are!employees! in!position!to!
take!appropriate!steps!to!improve!the!work!processes.!The!quality!management!approaches!
of!today!call!for!the!use!of!systematically!collected!data!at!every!point!in!a!problem)solving!
cycle,!from!determining!high)priority!problems!through!analyzing!the!causes!to!selecting!and!
testing! the! solutions.! This! basically! means! always! collecting! data,! steering! by! statistically!
significant!data!such!as!averages!and!distributions!rather!than!individual!values,!and!testing!
the!solutions!by!experiments.!
2.2.+The+„Management“+in+Quality+Management:+Organisational+and+other+theories+
Contingency!theory!
Originally! developed! by! Lawrence! and! Lorsch! (1967)! and! Thompson! (1967),! contingency!
theory!was!instrumental!in!changing!the!organisation!theory!thinking!to!what!it!is!now.!First,!
it! draws! some! insights! of! general! systems! theory! (see! von! Bertalanffy! 1969)! to! the!
organisational! theory,!emphasizing!the! importance!of! the!envirnment!to!shape!the!system!
and!the!organisation!of!a!company.!Second,!contingency!theory!also!broke!the!dominance!of!
the! scientific! management! that! had! always! insisted! that! there! is! only! one! best! way! to!
organize.! In!contingency!theory,!the!design!of!organisation! is!contingent!on!environmental!
factors,! in! particular! the! nature! of! the! work! being! performed! and! the! wider! task!
environment! (the! nature! of! industry! and! business).! Contingency! theorists! emphasize! the!
importance!of!technical!and!production!processes!and,!in!particular,!the!kid!of!information!
needed!to!cope!with!the!challenges!and!uncertainties!in!the!tasks!to!be!performed.!Basically,!
the!greater!the!complexity!and!uncertainty! involved! in!the!task!)!and! in!the!environment!)!
and!the!more!interdependent!the!work!tasks,!the!greater!the!amount!of!information!needed!
and!also!the!greater!the!need!for!an!information!processing!organisation.!
!
Then,! what! has! this! to! do! with! quality! management?! Before! the! contingency! views,! the!
organisations!concentrated!on!diminishing!the!effects!of!the!environment,!by!reducing!the!
uncertainty!so!that!tasks!could!be!simplified!and!routinized.!This!meant!different!"buffers"!
(both!in!the!safety)warehousing!meaning!of!the!word,!as!well!as!other!"damping!systems").!
Also,! the! companies! reduced! the! interdependency! between! work! units! and! tasks! in! the!
same!way,!by!managing!them!separately!and!using!buffers!between!these!units.!This!was!OK!
as! long!as! there!was!a! relatively! stable!demand!and!no! strong!competitive!pressures.!The!
quality!movement,!however,!stated!that!the!environment!)!the!external!customer!)!had!the!
right! to!define! the!quality!and! the!correct!price.!The!contingency! theory! in!a!way!predicts!
which! kind! of! changes! this! environmental! fluctuation! requires! in! the! organisation:! if! the!
most! important! part! of! the! environment! (e.g.! customer! demand)! changes,! then! the!
organisation!must!undergo!a!corresponding!change.!Alternatively,!the!organisation!must!be!
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designed! from! the! beginning! to! be! able! to! handle! a! very! complex! and! often)changing!
environment!(agility,!flexibility).!
Resource!dependence!
Resource! dependence! theory,! too,! puts! emphasis! on! the! environment! but! less! to! the!
customers,! and!more! to! the! other! organisations! to!which! the! firm! has! relations.! There! is!
often! interdependency!between! the!organisations,! either!affecting! the!possible!options!of!
behavior! (by! restricting! the! resources! and/or! information)! or! affecting! the! outcomes! (by!
competition).! In! either! case,! the! resource!dependency! theory! states! that! the!organisation!
attempts!to!reduce!the!restraints!that!the!competitors!and!suppliers!put!on!it,!by!developing!
various! types! of! governance! and! coordination! strategies.! These! vary! from! bargaining,!
contracting! and! co)optation! to! co)operation,!mergers,! alliances! and! industry! associations.!
The!major!part!of!the!original! ISO!9001!attempted!to!standardize!and!secure!the!incoming!
resources!from!the!suppliers,!and!the!Japanese!quality!management!philosophies!emphasize!
long)term!co)operation!with!all!kinds!of!stakeholder!groups.!By!reducing!the!importance!of!
the!organisational!boundaries,!managers!get!a!clearer!picture!of!how!the!world!really!is!and!
also!can!better!concentrate!on!their!own!key!tasks.!
Evolutionary!economics!theory/learning!theory,!possession!of!knowledge!
According! to! the! evolutionary! economics! theory,! attempts! to! improve! something! lead! to!
knowledge!on! the!workings!of! that! something.!However,!most!of! the!small! improvements!
are!invented!by!the!front)line!workers,!and!most!of!the!knowledge!they!gain!by!doing!their!
everyday!work!remains!tacit.!Tacit!means!they!do!not!have!words!to!tell!others!what!they!
know!(Polanyi!1967)!)!or!they!just!never!come!to!think!of!sharing!what!they!know.!
!
Thus,!for!any!improvement!purposes,!redundancy!of!information!can!be!seen!as!an!asset!)!it!
is!better!to!have!too!much!information!and!knowledge!saved!somewhere!from!where!it!can!
be!retained!when!needed!than!to!have!too!little.!!The!evolutionary!economics!theorists!say!
that!knowledge!in!organisations!by!nature! is!fragmented,!mostly! informal,!and!distributed,!
but!it!should!be!possible!to!systematize!the!work!processes!and!the!knowledge!they!create.!
Again,!this!thought!is!one!of!the!major!features!of!the!ISO!9001!standard!family.!
!
Related! to! the! evolutionary! economics! theory! are! the! theories! about! learning,! about!
reacting! in! a!new!way! to!existing! stimuli! or! adjusting!existing! reactions! to! cover! also!new!
stimuli.! Learning! theorists! accept! the! basic! premise! of! evolutionary! economists! that!work!
and!organisational!behavior!is!based!on!routines!that!have!stood!the!test!of!time,!and!that!
these!routines!are!persistent!over!the!turnover!of! individual!members!of! the!organisation.!
Organisations! learn! comparing! the! outcomes! they! achieve!with! the! actions! they! perform.!
this! learning! does! not! always! lead! to! improved! performance,! however! (March! &! Olsen!
1976).!Thus,!the!effects!of!learning!)!as!well!as!what!to!learn!)!is!difficult!to!predict.!Learning!
of! the! type! proposed! in! the! original! ISO! 9001! standards! )! making! adjustments! and! then!
standardizing!them!)!may!hinder!further!learning!by!letting!people!assume!that!the!detail!is!
already!"ready)learned".!Thus,!learning!theory!combined!with!contingency!theory!give!us!a!
reciprocal!model!of! learning! such!as! the!Deming! (1986)!Plan)Do)Check)Act! circle,!which! is!
also!the!base!of!the!new!ISO!9001!and!the!quality!awards!models.!
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Organisational!ecology/resistance!to!change!
Since! the! 1970s! there! has! been! a! growing! body! of! understanding! based! especially! on!
computer! modeling! done! by! the! biologists! and! physicists! on! the! nature! of! evolution! of!
different!phenomena.! In!quite!many!of! the!phenomena!studied! (ant!populations,!paths! in!
parks,! internet! and! other! human! networks,! and! so! on;! Buchanan! 2002,! Lewin! 1993)!
environmental!selection!in!a!complex!system!over!long!time!periods!is!seen!to!be!the!reason!
of! development! (Hannan! &! Freeman! 1977,! Lewin! 1993).! This! means! that! there! may! be!
patterns!underlying!most!of!the!developments!that!do!not!show!in!restricted!studies!(short!
time! scales,! case! studies)! and! thus! there!may!be!much! in!quality!management!we!do!not!
know.! Furthermore,! e.g.! the! complexity! theory! (Lewin! 1993)! includes! an!
assumption/observation!of! a! power! law!distribution!of! events,! so! that!while! some!events!
happen!very! seldom,! their!effects!may!be!very!big,!whereas! the!common!occurrences!are!
relatively!more!harmless.!The!causes!for!the!"big"!events!can!be!the!same!as!for!the!"small"!
events,!but!sometimes!the!interdependency!of!things!just!make!the!problems!"big"!instead!
of! "small".! This! makes! e.g.! prediction! of! landslides! and! earthquakes! very! difficult,! and!
reminds! of! the! "type! a! failure"/"type! b! failure"! decision)making! that! Deming! (1986)!
discusses!a!lot.!
!
If!it!would!be!possible!to!study!quality!management!over!the!whole!of!its!history!we!would!
maybe!be!able!to!see!certain!kinds!of!development!caused!by!events!that!we!cannot!see!just!
counting!key!persons!in!history!afterwards,!as!we!do!here.!On!the!other!hand,!it!is!possible!
companies! and! organisations! are! very! path)dependent! in! their! behavior,! and! thus! restrict!
change.!This!area!may!well!be!where!the!human!sciences!are!heading!next,!even!with!the!
bad! news! that! there!will! according! to! this! natural/evolutional/fatalistic! view! inevitably! be!
times! of! extinction! of! even! good! organisations,! no! matter! what! the! management! does,!
because!they!always!act!according!to!lack!of!complete!knowledge!of!the!system!and!what!is!
going! on.! However,! even! if! the! conclusions! of! this! school! have! not! been! widely! spread!
among!the!quality!management!theorists,!the!methodological!base!(long!time!series,!making!
a!decided!difference!between!random!and!systematic!problems,!and!basing!the!decisions!on!
long)term! averages! and! statistical! data)! is! the! same! that! quality! management! thinking! is!
based!on.!
Institutional!theory/cultures!and!collective!cognitive!frames!
Recently,! quite! a! lot! of! researchers! have! studied! the! institutional! environments! of! the!
organisations!and!have!come!to!the!conclusion!that!the!environment!that!affects!the!life!of!
organisations! is! not! only! technological! but! also! human/institutional:! cultures,! cognitive!
frames,! rule!and!belief!systems!all! steer! the!possibilities!and!organisation!has! in!any!given!
time.! In!quality!management,!this!means!finding!the!quality!management!approach!that! is!
suitable!for!the!human!environment!too,!and!not!only!for!the!technological!purposes!of!the!
organisation! (Kekäle! 1998).! This!means! that! the!management!must! first! understand!what!
quality! is! all! about! in! their! organisation! and! what! kind! of! changes! the! situation! requires!
(Weick! 1995)! but! then! also! understand! the! institutional! context! of! their! organisations!
(Schein!1984)!and!adjust!the!approach!to!a!"social!fit".!
!
There! is! also! a! bigger! picture! in! the! institutional! theories! however.! The! adoption! of! new!
ideas!and!values,!the!raising!of!consciousness,!the!attempts!to!keep!up!with!the!times!and!to!
reflect!in!"modern!ways"!all!change!the!underlying!beliefs!and!behaviors!and!become!part!of!
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it!through!the!debate!and!socialization.!The!argument!is!that!the!biggest!impact!of!e.g.!the!
quality!movements!is!not!the!adoption!of!new!techniques!such!as!ISO!9001!in!companies!but!
a!gradual!change!of!the!mindset!of!the!society,!caused!by!the!debate!of!the!implementation!
of! the! techniques! (Meyer,! in! Scott!&!Meyer! 1994).! E.g.! in! Finland! the! requirement!of! the!
implementation!of! ISO!9001!ever! really!affected!only! relatively! few!companies! (SFS!had! in!
the! late! 1990s! assumed! that! the!main!market! of! the! ISO! 9001/2000! certification! services!
would! span! about! 5.000! of! the! about! 230.000! companies! in! Finland).! Nevertheless,! the!
public!discussion!that!took!place!in!the!newspapers!and!in!workplaces!changed!the!view!to!
the!importance!of!quality!all!through!the!country.!
3.+„Our+prime+time“:+the+1990s+and+the+2000s+
Death!of!distance!
In!the!1950s!most!of!the!Finns!still!lived!in!the!countryside,!and!more!than!a!third!(41,4!%)!of!
the!nation!was!still!farming!their!home!land.!These!people!did!not!need!to!go!far!to!get!their!
basic!needs!fulfilled,!there!were!a!good!choice!of!basic!colonial!matters!in!the!shops!in!every!
village,!banks!had!their!branches,!police!and!other!services!were!close!by.!People!got!some!
information! about! events!outside! their! closest! region!but! really! international! events!were!
very!filtered!when!they!finally!appeared!on!the!newspaper.!And!of!course!there!was!a!radio!
channel;!some!even!listened!foreign!radio!channels,!even!if!there!was!no!real!need!to!know!
the!foreign!languages!in!the!countryside!villages.!!
!
There!are!many!that!claim!that!the!world!war! in!Finland!really!ended! in!1952.!There!were!
two!reasons,!and!they!both!had!to!do!with!internationalization:!Armi!Kuusela!won!the!Miss!
World!contest!and!the!Olympic!Games!were!arranged! in!Helsinki.!Suddenly! it!seemed!that!
there!was!hope!(the!50s!are!still!called!"optimistic"!in!Finnish!language!use),!and!all!the!more!
people!wanted!a!part!of!the!possibilities.!In!ten!years,!a!full!ten!percent!(and!a!further!15!%!
during!the!1960s)!of!the!population!left!the!farming!that!had!been!the!main!way!of!living!for!
hundreds!of!years! in!Finland,!and!while! in!1950!about!1.3!million!Finns! (32!%)! lived! in!the!
cities,! the!number!of! city! dwellers! in! 1970!was!2.3!millions! (51!%!of! the!population).! The!
import! restrictions!were! lifted! in! 1958,! and! suddenly! it!was! possible! to! buy! things.!While!
there!were!183.000!family!cars!in!Finland!in!1960,!the!number!rose!to!711.000!to!1970,!and!
while! the!whole! Finnish! import! in! 1956)60!was!worth! 2.544!million!Marks,! the! import! 15!
years! later! (1971)75)! was! worth! 19.022!millions! )! and! doubled! then! during! the! next! five!
years,!1976)80,!to!about!39!million!(all!in!1982!years'!money!value).!!
!
The!amount!of!cars,!radios!and!TV!made!people!interested!in!places!and!events!outside!the!
villages.! From! the! Vaasa! region! it! was! now! possible! to! drive! to! Helsinki! (or! east! to! the!
border,!or!north!to!Rovaniemi,!or!even!to!Northern!Sweden)!in!one!day!and!back!the!next.!
This! had! been! completely! impossible! in! the! era! of! horse! (indeed,! horses! were! the! main!
power! used! in! farming! in! the! Finland! of! 1950s! )! in! 1950! there! were! 400.000! horses! in!
Finland,! while! the! number! had! been! reduced! to! 90.000! by! 1970).! Then! in! the! 1970s!
somebody!invented!the!holiday!travel.!
!
!Gradually!in!the!1970s!the!Finns!got!used!to!travel!by!chartered!flights!to!Canary!Islands!and!
to!Greece,!and!the!air!travel!even!for!business!use!took!off!as!the!amount!of! international!
business!sped!up.!Finnish!export,!that!had!risen!from!3!million!Marks!in!1960!to!9!million!in!
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1970,!rose!then!to!20!million!by!1975,!30!million!by!1977,!45!!million!by!1979!and!60!million!
by!1981.!And,!as!we!know,!flying!takes!one!to!any!main!European!city!in!one!day!and!back!
the! next! (even! if! it! does! not! make! sense).! Finnair! flew! altogether! 30! million! passenger!
kilometres! in! 1950,! then! 230! million! passenger! kilometres! in! 1960,! then! 780! million!
passenger!kilometres!in!1970!)!and!2,5!billion!passenger!kilometres!in!1980....!our!sense!of!
the! reachable! world! had! grown! from! "village"! in! 1950! through! "country"! in! 1965! to!
"continent"!in!1980.!!
!
Now! there's! the! internet,! and! there! are! cellular! phones.! Not! everybody! has! flown!
international! flights,! not! everybody!even!has! a! car,! and!definitely! not! everybody!uses! the!
internet!daily,!but!everybody!somehow!gets!the!information!of!what!happens!in!other!parts!
of!the!world!with!a!delay!of!some!hours.!Both!good!things!and!bad...!we!know!who!won!in!
last!night's!games!in!the!NBA!basket!league!in!the!U.S.A.,!we!follow!the!drama!of!floods!in!
Southern! America,! or! the! kidnapping! of! tourists! in! the! Philippines.! We! can! even! follow!
terrorist!and!war!actions!(which!one!is!which!?!)!that!kill!thousands!on!a!live!TV!coverage.!All!
the!world!is!always!on,!within!a!hand's!reach,!and!many!people!have!their!closest!friends!in!
other!countries.!And!then!there's! the!mobile!phone,! the!Pacemaker!of!every!Finn.!We!are!
nowadays!always!available!and!accountable!to!others,!every!minute!and!second!of!the!day!
(or! night)! but! the! phone! does! not! give! us! place! (yet):! the! conversation! always! starts! by!
"missä! sä! oot"! (Where! are! you! now?),! because! the! conversants! can! be! anywhere! on! the!
planet!and!still!hear!each!other!well.!
Moore's!law!
The! mobile! phone! and! the! Internet! are! effects! of! the! increasing! performance! of! the!
computer! processor! power.! We! habitually! refer! to! Moore's! law,! that! states! (in! a! very!
simplified!form)!that!the!computing!power!of!the!microprocessor!relative!to!its!size!doubles!
every!18!months.!This!causes!the!computing!power!in!the!size!the!computers!currently!have!
to!about!grow!to!about!100!times!of!what! is! it!now!by!2015,!or,!even!more!shocking,! the!
current! computer!power!of!e.g.!a! laptop!computer! could!be!available! in!one!100th!of! the!
size!of!a!current!iBook.!Computers!themselves!are!quite!stupid,!so!the!size!of!a!display!and!a!
keyboard! that! computers! of! today! require! to! work! (or,! rather,! the! clumsiness! of! human!
fingertips!and!the!poor!eyesight!we!have)!are!the!main!culprits!in!diminishing!the!computers!
further.!anyway,!the!computing!power!of!16!Cray!supercomputers!from!about!1985!will!be!
available!in!a!mobile!phone!of!the!smallest!current!size!(and!for!under!100!euros)!by!2015!
(Dent!1998).!
!
A!more! important! question! than! the!power! to! a! price! and! size! is!what! all! this! computing!
power!will!spend!its!days!on.!There!are!all!kinds!of!interesting!accounts!and!future!visions,!
most!of!which!are!based!on!existing!reality!in!research!labs!(e.g.!Negroponte!1995,!Kurzweil!
1999,! Dertouzos! 1997,! Kaku! 1998,! Enriquez! 2000)! and! some! in! a! very! lively! fantasy! (e.g.!
Stephenson!1992,!1995;!Gibson!1987,!1999,!2003),!but!it!is!also!interesting!to!see!what!has!
already!happened.! Zuboff! (1989)! tells! how! the! jobs!of!many!different! types!of! employees!
have!changed,!cutting!them!off!from!the!hands)on!experience!of!the!real!process,!alienating!
them,!and!requesting!more!conceptual! thinking!than!before.!And,!since!then,!many!(if!not!
most)!of!these!people!have!been!laid!off!or!fired!due!to!the!efficiency!growth!the!computing!
power! has! caused,! rendering! them! redundant! in! their! organisations.! Word! processing!
software! and! spreadsheets! take! care!of!most! of! the! secretarial!work,! automata! and!web)
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based! services! help! people! help! themselves! so! counter! clerks! no! longer! are! needed,! and!
factories!too!are!mostly!automated!these!days.!If!the!Moore's!law!still!holds!in!the!future!)!
and,! indeed,! if! some! other! law! with! similar! consequences! take! over! instead,! when! the!
physical!limits!of!silicon)based!microprocessor!development!is!reached!)!there!will!be!more!
changes!in!the!realities!of!organisations.!
MacDonaldization,!outsourcing!
Taylorism!is!not!dead.!It!may!be!dead!in!the!western!world,!where!the!education!level!and!
thinking!of! everybody!has!been! raised!by! tax!money! to!a! level!where! simple! jobs!are!not!
acceptable!to!the!natives,!but!the!simple!jobs!)!and!the!simple!products!)!still!exist.!They!just!
exist!somewhere!else!(due!to!th!globalization,!„death!of!distance“:!e.g.!iPhones!are!„proudly!
designed! in! California“! but! „brought! to! You! from! China“).! There! are! naturally! clear!
differences! in!service!work!and!manufacturing,!because!service!typically!takes!place!where!
the! consumption! is! )! so! it! cannot! be!moved! away! to! other! locations.! Thus,! services! have!
lately!been!the!target!of!simplification!and!division!of!the!tasks!to!all!the!simpler!portions,!to!
the! point!where! they! can!be! conducted!by! nearly! completely! unskilled! (and,! thus,! cheap)!
labor!force!(Ehrenreich!2002,!Schlosser!2002,!Klein!2002).!!
!
Industrial!manufacturing!is!similarly!divided!as!much!as!possible.!It!is!not!possible!in!western!
world,!and!there!is!not!enough!demand!either!in!many!areas!to!warrant!a!factory!location,!
so! the! low)tech! parts! of! the! production! are! moved! to! places! where! they! can! be! done!
cheaply.!These!areas!are!distinguished!by!the!fact!that!people!do!not!yet!have!everything,!
which!helps!to!both!cut!costs.!Lots!of!people!compete!for!the!jobs!in!order!to!eventually!in!
some!future!be!able!to!buy!everything,!or!at!least!to!reach!decent!standard!of!living!(e.g.!in!
Mexico!the!minimum!wages!have!dived!from!about!2.500!pesos!in!1976!to!less!than!1.000!
pesos!in!1997;!Enriquez!2000).!In!these!places!it!is!also!possible!to!find!a!market!that!mirrors!
the!demand!situation!of!Europe!after! the!second!world!war! (Luxembourg,!with!no!natural!
resources,!had!1999!a!GNP!per! capita!of! about!34.200!US!dollars,!while!Russia!had!about!
4.200! USD! and! India! 1.800! USD).! On! top! of! these! considerations,! some!markets! just! are!
huge;! the! biggest! cities! of! the! world! are! more! populated! than! any! of! the! Scandinavian!
countries,!and!China!and!India!have!each!about!one!sixth!of!the!population!of!the!world.!
!
And! costs! must! continuously! be! cut,! due! to! competition! and! price! erosion.! A! table! by!
Enriquez!(2000:36)!quotes!prices!for!some!commodities!at!the!time!they!were!introduced!to!
the!market!in!the!U.S.!and!by!the!time!the!book!went!to!print.!Thus,!pocket!calculators!cost!
120!dollars!in!1972,!5!dollars!in!2000;!color!TVs!cost!1.000!dollars!in!1954,!180!dollars!2000;!
a!video!recorder!cost!!1.400!dollars!in!1978,!80!dollars!in!2000,!and!while!mobile!telephones!
were!4.200!dollars!in!1984,!they!are!now!given!for!free...!only!the!calls!cost.!!!
Shifts!in!demand!and!consumer!tastes!
There!has!always!been!an!attempt!to!make!products!fashionable!rather!than!commodities!)!
in! this!way! it! is!easier! to!make! them!more!expensive! than! the!manufacturing!costs!would!
suggest!(e.g.!perfumes!are!a!good!example).!It!also!seems!that!even!products!that!were!very!
recently!tools!or!utilities!are!now!a!part!of!fashion.!For!the!winners,!this!is!all!good!and!fine,!
but! for!most! others! the! sudden! changes! in! demand! can! become! problematic.! Very!many!
writers!propose!that!the!speed!of! innovation!required!is!rising!while! life)cycles!of!products!
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keep! getting! shorter! and! new! technologies! make! good! products! redundant! at! an! ever!
quicker!phase.!
!
This!means!that!for!the!quality!activities! in!a!company,!the!emphasis! is!shifting!even!more!
towards!the!front!end!of!the!process,!to!environmental!scanning!(Metcalf!Carr!et!al.!2003,!
Leavitt! et! al.! 2004)! and! customer! requirements! management! (Gause! &! Weinberg! 1989,!
Hooks! &! Farry! 2000,! Robertson! &! Robertson! 1999).! Naturally,! even! with! outsourced!
production,!there!will!always!be!companies!and!organisations!that!must!keep!their!emphasis!
in!the!core!production!processes!and!motivation.!For!these!organisations,!the!new!ISO!9001)
2000!standard!is!useful,!as!well!as!everything!that! is!previously!reported!in!this!paper.!The!
development! of! quality! management! has! never! really! rendered! anything! of! the! previous!
theories!obsolete,!but!just!added!on!them!)!all!the!major!original!thoughts!still!prevail!in!the!
latest!hot!topics!(e.g.!the!statistical!ideas!of!Shewhart!in!the!Six!Sigma!school)!and!it!is!very!
probable!this!will!be!so!even!in!the!future.!!
!
However,! even! if! the! manufacturing! part! is! still! important! in! QM,! the! main! emphasis! in!
academic!research!seemed!to!turn!towards!customer!satisfaction!in!the!1900s.!This!can!be!
partly! because! of! the! recession,! that! made! many! European! countries! lose! a!lot! of! the!
volume,!and! thus!had! to! invent! something! to! keep! the!profits.!My! thesis!here! is! that! this!
change!in!the!Western!world!is!final;!the!products!that!QM!literature!typically!follows!–!cars,!
mobile!phones,! flights,! furniture,! hotel! services! etc.! –!nowadays! sell!more!on! the!basis! of!
optimized!customer/user!experience!than!on!fine)tuned!manufacturing!logistics.!The!rise!of!
iPhone!and!concurrent!fall!of!Nokia! in!the!Western!fall!exemplifies!this!well!–!we!no!more!
want!a!phone!that!works!as!the!engineers!designed!it,!but!a!phone!that!works!as!we!users!
want!it!to.!
4.+What+is+there+to+come+in+„QM“?++
Solutions!rather!than!products!
All! the! developments! described! above! have! led! to! the! fact! that!most!western! companies!
now! search! for! profitability! in! areas! other! than! the! products! themselves...! the! physical!
products!are!just!becoming!a!way!to!solve!a!customer's!problems,!to!provide!a!platform!to!
provide!services!on!during! the!whole!product! lifetime.!Thus,!while! it! still! is! important! that!
the!product!works,! it! is!getting! increasingly!more! important! that! it!works!a! long!time,!and!
that!the!experience!with!the!company!is!pleasant/as!required!or!better.!This!has!already!led!
to!a!complete!redrafting!of!the!ISO!9001!standard,!to!assure!the!service/production!process!
rather! than!assuring! the!production! stations!on! shop! floor.! The! current! standard! is!better!
suitable!also!for!service)type!business.!There!are!also!requirements!for!collecting!customer!
satisfaction! data! and! to! keep! on! training! and! retraining! the! personnel...! all! signs! of! the!
development! from! simple! manufacturing! to! all! the! more! complex! customer! service!
requirements.! So,! the! ISO! 9001! now! attempts! to! push! the! companies! to! keep! their!
customers! satisfied! over! a! long! lifetime! of! a! customer)supplier! relationship,! rather! than!
assuring!correct!specification!of!a!physical!product.!
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Quality!is....saving!the!world!
I!have!used!„QM“!in!quotations!in!the!title!of!this!paragraph!because!there!is!not!much!talk!
of! quality! management! in! the! developed! countries! any! more.! As! stated! before,! quality!
management!was!born!on! the! interest!of! first,!making!products! that!perform!better,! then!
next,! making! products! that! are! easier! to!manufacture! in! huge! amounts! and,! in! the! third!
stage,! after! the!Western! consumption! peaked,! products! that! can! easily! be! customized! to!
fulfil!every!single!customers‘!needs.!The!last!ten!or!so!years,!the!talk!of!quality!management,!
as! in! managing! product! quality,! has! indeed! muted! by! the! world)wide! economical! and!
environmental!problems.!It!seems,!anyway,!that!products!and!services!without!a!basic!level!
of!quality!will!automatically!disappear,!because! in!our!Western!world!most!of!the!markets!
have!been!saturated!the!first!time!around;!people!renew!their!cars,!phones!etc!only! if! the!
new!one!is!remarkably!better!than!the!previous!one.!Rather,!we!have!some!of!the!problems!
we!have!because!we!produce!in!the!first!place.!If!not!for!the!demand!of!profits,!and!bonuses,!
customization! would! be! perfect;! there! would! be! production! only! when! production! is!
needed.!Minimal!is!beautiful.!
!
The! traditional! size! and! scope! benefits! are! available! only! in! the! markets! that! still! have!
sufficient!natural!demand;!there!must!be!a!market!pull!for!economies!of!scale!to!be!realized.!
However,! mostly! in! today’s!Western! economies,! if! we! just! invent! and! manufacture! „any!
product“,! even! in! good! quality,! we!must! push! it! towards! a!reluctance! of! markets! to! buy!
another! useless! gizmo.! Thus,!we! need! to! change! the! thinking! of! strategy! and! change! our!
teaching! in! the! universities,! away! from! the! Porterian! „cost! leadership! or! differentiation“!
idea,!towards!the!flexible!adoption!of!millions!of!niche!markets,! if!we!want!to!work! in!the!
West!and!North!of!the!globe!(there!indeed!ARE!still!a!lot!of!countries!where!there!are!mass!
markets;! currently!e.g.!China! is! following! the!same!development! trends).! In! teh!academia,!
we!find!quite!a!surprising!amount!of!classiscs!of!management!resurfacing,!maybe!first!and!
foremost!„the!creative!destruction“!promoted!by!Joseph!Schumpeter!in!the!1930s.!Our!QM!
literature!research,!while!not!a!definite!answer,!steers!us!to!conclusions!that!may!be!wrong!
–!as!any!research!–!but!may!also!point!us!to!answers!to!questions!such!as:!What!are!the!next!
changes!?!How!do!we!lead!people!through!them!?!
!
The! answer!might! turn! out! to! be! „through!making! the!world! a!better! place“.! The!Quality!
Management! of! tomorrow! might! first! and! foremost! include! spotless! management! and!
worker)relation! ethics! instead! of! „robber! baron“! pricing! and! sweatshop! manufacturing!
connected! to! huge! management! bonuses.! Furthermore,! it! might! include! marketing! the!
„quality“!of!the!product!by!its!carbon!footprint!or!recyclability.! Indeed,!there!is!a!strand!or!
research! connected! to! the! quality! research! in! its! customer)satisfaction! form,! corporate!
reputation,! that! turned! up! in! early! 2000s! (Palgrave! launched! its! Corporate! Reputation!
Journal! in! 1997;! see! www.palgrave)journals.com/crr/).! Another! example:! while! my! own!
contact! to! quality! managemnt! research,! total! Quality! Magazine! (nowadays! Total! Quality!
Journal)! originally! for! 20! years! ago! wrote! a!lot! on! the! techniques! of! shopfloor! quality!
management! and! management! systems,! it! nowadays! (in! its! 24th! Volume)! also! includes!
ethical! pieces! such! as! „! The! contribution! of! records! management! to! good! governance“!
(Dikopouluo!and!Mithiatis,!2012),!„!Eco'design!in!total!environmental!quality!management:!
Design!for!environment!in!milk'products!industry“!(Besseris!2012).!
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The! answer! also! might! be! similar! to! the! idea! of! the! decentralized! computing! of! a!
microprocessor:! the! thinking! power! of!millions! of! small! strategically! located! processors! is!
much!bigger!than!what!could!ever!be!built!in!a!central!machine.!The!contingency!theory!in!a!
way! predicts! which! kind! of! changes! this! environmental! fluctuation! requires! in! the!
organisation:! if! the! most! important! part! of! the! environment! (e.g.! customer! demand)!
changes,! then! the! organisation! must! undergo! a! corresponding! change.! Alternatively,! the!
organisation!must!be!designed!from!the!beginning!to!be!able!to!handle!a!very!complex!and!
often)changing! environment! (agility,! flexibility).! The! central! point! today! is! that! there! are!
much!more!partially)correct!answers!as!what!has!been!typically!taught!in!business!schools,!
and!probably!no!correct!answers.!There!definitely!is!no!way!to!turn!back!the!time!and!return!
to! the! command! armies! in! industry! or! service! businesses! of! the!western/northern!world,!
such!as!the!situation!was!when!Taylor!still!was!able!to!provide!„the!sole!correct!answer“!in!
1910.!!
!
Thus,! even! the! "human! machine"! of! a!corporation! must! just! get! the! right! input! and! be!
allowed!to!make!its!own!calculations!in!every!single!point!of!action,!based!on!its!own!sense!
of!ethics.!The!role!of!the!management!is!to!provide!the!channels!where!that!input!can!get!in!
without!distortion.!The!problems!of!the!industries!of!the!Western!World!lie!in!the!thinking!of!
the!Western!World,! and! especially! in! that!we! still! try! to! solve! tomorrow’s! problems!with!
thinking! of! yesterday! –! to! find! the! cheapest!way! to!manufacture! big! volumes! for! a!world!
with!changing! tastes!and!generally!also!smaller!demands.!The!customer! is!worried! for! the!
environment!and!for!the!future!generations;!so!should!the!manufacturer.!!
!
To!make!the! long!story!short,! these!developments,!to!my!opinion,!are!the!reason!why!the!
chair! of! Prof.! Olaf! Fisscher! has! developed! from! „Quality! management“! to! „Product!
development“!to!„Corporate!ethics“:!the!emphasis!precisely!reflects!the!changing!demands!
on!the!quality!philosophy!in!the!Western!world!during!his!tenure.!Always!riding!the!current!
wave.!
!
Congratulations.!
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Olaf)land!is!dwarf!country.!It!is!one!of!the!countries!in!dwarf)world!and!it!distinguishes!itself!
from! the! other! countries! by! a! social! approach:! Each! dwarf! counts.! These! are! not! only!
political!words,!but! it! is!done!and!monitored! in! reality.! In! this! story!a! specific! company! in!
Olaf)land!is!discussed:!Bookmark.!
The!problem!at!Bookmark!is!described!in!the!country!newspaper!as!follows:!
!
Bookmark! is! a! company! that! makes! sample! books.! These! books,! for! instance,! consist! of!
different!types!of!leaves!in!the!country.!These!books!are!also!made!for!other!dwarf!countries.!
Recently!several!orders!were!returned!by!the!costumers!due!to!the!fact!that!there!were!(too!
many)!mistakes!in!the!sample!books!delivered.!That!has!led!to!a!lot!of!extra!(no!pay)!work!for!
Bookmark,! while! they! already! were! into! problems.! Several! dwarf! workers! were! ill! (some!
already! for! a! long! time).! Approximately! 20! dwarfs! are! working! at! the! company! of! which!
approximately! half! of! these! workers! used! to! work! at! a! social! workshop,! but! due! to!
government! policy! it!was! stimulated! that! these! dwarfs!would! get! an! ordinary! job! outside!
that! workshop:! Participate! as! much! as! possible! in! dwarf! society! (and! that! includes! an!
ordinary! job).! The! company!asked! for! help! in! the!newspaper!and!Dwarf!University! offered!
help!by!asking!a!bachelor!student!to!do!his!bachelor!project!at!Bookmark.!
!
As! Bookmark! was! in! severe! problems! they! asked! the! bachelor! student! to! come! up! with!
possible! solutions! as! soon! as! possible.! In! order! to! get! these! solutions! the! student! used!
different!creativity!techniques,!among!them!synectics:!a!fantasy!analogy.!He!imagined!that!
the!company!was!part!of!the!human!world.!Dwarf!countries!are!on!earth,!but!are!completely!
not!noticed!by!humans.!On!the!other!hand!dwarfs!can!observe!the!human!society.!Among!
the!different!solutions!arising!from!this!creativity!technique!were!the!following:!
• Skip! the!social!approach,! for! instance,!by! firing!all! the!dwarfs! that!used!to!work!at! the!
social!workshop.!
• Introduce! a! performance! system! (our! student! dwarf! had! to! study! further! because! the!
abbreviation!KPI!was!not!explained!in!the!literature!he!read).!
• Introduce!a!total!quality!system.!
• Use!innovative!approaches!in!order!to!cope!with!the!mixture!of!dwarf!workers.!
Specifically!the!first!‘possible’!solution!mentioned!caused!a!tremendous!amount!of!arousal!in!
the! company.!And!even!worse! it! caused! arousal! at! the!dwarf! university! as!well.! “Do! they!
really!do!that!in!the!human!world?”!“Yes”.!“That!is!horrible.”!But!also!the!second!and!third!
approach!mentioned!proved!after!a!little!study!not!to!fit!in!Olaf)land:!These!approaches!only!
address! (very!partially)! the!culture!of!Olaf)land.!The! last!one!seemed!to!be!promising.!The!
student!discussed!with!his!Dwarf!university! supervisor.!The! reaction!of! the!supervisor!was!
clear:!“You!jumped!to!conclusions.!In!a!design!approach!(and!you!are!in!such!an!approach):!
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You! want! to!MAKE! a! solution! (advice)! for! Bookmark.!What! did! you! learn! about! such! an!
approach?”!
!
Although! our! dwarf! student! was! after! the! reaction! of! the! supervisor! for! a! moment!
flabbergasted,! he! soon! started! to! think! about! the! reaction! of! the! supervisor.! “As! far! as! I!
know!the!first!step!is!to!get!the!problem!clear!and!at!the!moment!it!is!not!completely!clear.!
The!second!step!is!to!perform!an!analysis/diagnosis!of!the!problem!at!hand.”!The!supervisor!
was!happy!with! the! reaction!of! the! student.!They! talked! together!with!Bookmark!and! the!
explanation! was! accepted! by! the! management.! The! problem! became! the! number! of!
mistakes!in!sample!books!and!how!to!reduce!them.!Boundary!conditions!were!introduced!in!
such! a! way! that! solutions! like! discussed! before! (but! unacceptable)! would! not! become!
solutions!any!more.!
!
The!student!observed!the!production!process!for!approximately!one!week!(at!busy!and!not!
so!busy!hours).!He!tried!to!vary!conditions,!as!far!as!the!real!life!situation!allowed.!He!found!
four!specific!points!in!the!process!were!the!(vast)!majority!of!the!mistakes!took!place.!
!
Being!careful!now!he!consulted!his!supervisors!again!before!going!to!the!next!step.!He!told!
he!needed!a!set!of!requirements!provided!by!Bookmark!(but!maybe!also!by!the!University!
and! by! himself)! and! then! again! he! thought! he! could! make! the! step! to! the! creativity!
techniques!in!order!to!come!up!with!solutions.!
!
Allow!a!facilitator!was!the!advice.!The!company!and!you!might!have!framed!yourself!by!the!
start!of!the!process.!Try!other!techniques:!Like!enlarging!the!search!space.!But!if!you!still!like!
it,!use!the!fantasy!analogy!again.!
!
A!couple!of!days!later!the!student!sent!the!following!dwarf)mail!message!to!the!supervisor:!
We!have!decided!on!a!solution.! It! is! so!simple.!Again! it! comes! from!the!human!world.!The!
ordinary! descriptions! of! production! processes! and! production!management! are!more! than!
fifty! old! (like! Taylor,! I! have! to! read!more! if! this! is! a! correct! reference).!Make! simple,! but!
precise! sheets! for! those! four! specific! points.! NO! innovation! at! all! needed.! Stick! to! the! old!
stuff!!!
The!supervisor!gave!a!short!answer!by!mail:!Go!ahead,!good!work.!But!you!also!provided!me!
already!with! a! question! for! your! bachelor! thesis! presentation.! Is! it! correct:! NO! innovation!
needed?!
!
P.S.!This!short!story!is!based!on!parts!of!a!bachelor!thesis!of!Eelco!Starreveld!(June!2010)!in!
order! to! receive! a! bachelor! in! technology!management.! Of! course,! parts! of! the! story! are!
fictive,!but!hopefully!recognizable!for!supervisors!and!in!Olaf)land.!!!
! !
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Summary+
Although! quality! management! has! a! long! tradition! and! plays! an! important! role! in!
operational!and!managerial!activities!in!organizations!nowadays,!it!also!seems!to!be!less!
clear! and! less! visible.! In! this! paper! the! focus! is! on! the! rise! and! fall! of! quality!
management! in! organizations! and! the! impact! this! has! had! on! professionals.! Starting!
with!an!historical!perspective,! comments!will! be!made!on! the! trends! in! literature!and!
the!opinions!and!experiences!from!both!entrepreneurs!and!managers.!It! is!argued!that!
in! the! near! future! professionals! will! have! to! focus! on! entrepreneurship! and!
intrapreneurship,! demand)driven! contributions,! working! simultaneously! with!
commitment!and!assurance!paradigm!and!also!working!on!multiple!value!optimization.!
Then!the!professionals’!role!and!impact!in!organizations!will!stay!visible!and!valuable.!!
History+
Over! the! last! decades,! Total! Quality! Management! (TQM)! has! expanded! enormously.!
Inspection,!testing,!assurance,!controlling!and!improvement!are!nowadays!well)established!
terms.!This!does!not!mean!that!quality!management! is!a!new!phenomenon.!From!history,!
we!can!establish!that!our!ancestors!were!more!than!capable!of!producing!high!quality!and!
rather! complex! products.! This! was! before! the! era! of! the!mechanization.! It! was! a! time! in!
which! traditional! craftsmanship! was! formed! by! masters! and! their! apprentices.! Process!
division! and! specialization! are! words! that! made! their! debut! with! the! appearance! of!
mechanization! in! printing,! (saw)! mills,! and! later! steam! engines.! A! functional! distinction!
between!producers!and!users!had!already!been!made.!An!additional!distinction!was!made!
between! designers! and! producers,! followed! by! a! further! distinction! of! the! producers'!
function.!
Work! on! assembly! lines! was! stimulated! by! Fredrick! Taylor,! who! introduced! Scientific!
Management1.!He!wanted! to!determine! scientifically! how!much!work! could!be!done!by! a!
labourer! in! a! working! day.! It! was! Taylor's! and! others! who! created! a! distinction! between!
thinking! and! doing.! A! maximum! division! of! duties! was! being! implemented,! the! so)called!
division!of!labour.!
Subsequently,!the!need!to!coordinate!these!specializations!increased,!in!order!to!guarantee!
tuning!as!well!as!cohesion2.!Therefore,!ever!since!the!Industrial!Revolution!which!made!mass!
production! possible,! quality! thinking! gained! momentum.! Quantity! and! mass! production!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1Benschop,!A.!(1996)!'Taylor!en!het!Scientific!management',!UvA,!Amsterdam,!
www2.fmg.uva.nl/sociosite/labor/Taylor/Taylor.html!
2!Lemaire,!P.!(2003)!'De!ontwikkeling!van!kwaliteitsmanagement!in!Nederland.'!In!'Vijftig!jaar!kwaliteitsmanagement!in!
Nederland',!KDI,!Zaltbommel,!2003,!pp.!9)34!
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though,!could!no!longer!go!hand!in!hand!with!the!original!approach!according!to!traditional!
methods,!with! its! close!contacts!between!buyers!and! suppliers.!Product! control!became!a!
necessity,! to! prevent! defective! products! from!ending! up!with! customers1.! Rejected! goods!
had!to!be!destroyed,!or,!at!the!very!best,!revised.!However,!a!total!inspection!at!the!end!of!
production!is!inefficient!and!expensive.!The!solution!was!found!in!random!testing!and!using!
statistic!measurement!methods.!To!increase!efficiency,!it!is!important!to!find!irregularities!in!
the! production! process! as! soon! as! possible.! Consequently,! intermediate! products! with!
defects!would!no!longer!be!processed!and!customers!would!not!end!up!with!defective!end!
products.! Obviously,! in! this! way! one! would! avoid! complaints,! claims,! needless! use! of!
production!facilities,!and!in!the!end,!plain!money.!!
!
In! the! 1930s,! those! in! management! science! became! aware! of! the! fact! that! a! products'!
quality!also!depends!on!design!quality!and!stability!and!management!factors.!This!starts!with!
clear!and!explicit!demands!and!specifications!for!both!product!and!process.!Understanding!
the!course!of!processes!and!all!the!transitional!steps!in!between!will!make!it!possible!to!take!
measures!to!let!the!transition!from!one!process!into!another!(also!known!as!interface)!run!as!
smoothly!as!possible.!!
!
• Traditional!quality,!craftsmanship!
• Personal!quality!
!
Industrial!Revolution! ! ! ! ! 1890!
!
• Product!quality! ! ! ! 1930!
• Process!quality! ! ! ! 1950!
• Organization!quality!structure!and!culture! 1960! ! ! !
• Supply!Chain!quality! ! ! ! 1980!
• Total!quality!! ! ! ! ! 1990!
!
Table!1:!
Quality!dimensions!throughout!the!years!
Instrumental+approach+focused+on+standardization+
These!measures! are! supported! by!monitoring! techniques,! procedures,! statistical!methods!
and! structures! with! unambiguous! division! of! powers.! Gradually,! an! integrated! system! of!
rules! and! agreements! came! into! being,! which! formed! the! initiation! of! an! actual! quality!
system.! In! the! 1950s! the! defense! industry! started! using! so)called! MIL)specs,! military!
specifications!that!set!a!standard!that!products!had!to!meet.!During!the!Second!World!War!it!
was!realized!that! is!was!quite!practical! for!ammunition!to!actually!fit! into!the!rifles.!Under!
the! circumstances,! armaments! needed! shockproof! and! robust! designs2.! These! MIL)specs!
were! followed! by! AQAPS! (Allied! Quality! Assurance! Publications),! and! then! they! were!
followed! by! present! ISO! standards3.! These! standards! were! initially! used! to! standardize!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Beij,!J.D.!van!der,!H.!Broekhuis!en!J.F.B.!Gieskes!(1999)!'Kwaliteitsmanagement!in!beweging',!Kluwer,!Deventer,!!
2!Stevens,! F.! (1993),! 'Kwaliteitsmanagement:!weet!goed!wat! je!doet'! in!Bossink,!B.A.G.,! J.F.B.!Gieskes!en!O.A.M.! Fisscher!
(red.)!'Kwaliteitsmanagement!In!Beeld',!Kluwer,!Deventer,!pp.!221)234!
3!Heer,!A.!de!en!C.T.B.!Ahaus!(1995)!'ISO!9000)serie!en!kwaliteitshandboek',!Kluwer,!Deventer,!3e!druk!
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activities! within! an! organization,! in! order! to! manufacture! products! meeting! those!
specifications.!This!approach! is! instrumental! in!nature,!with!a!strong!emphasis!on!systems!
and!techniques.!Therefore!it!is!called!instrumental!approach!to!quality1.!
!
Nowadays,!many!companies!have!certified!quality!systems!and!their!numbers!are!still!rising.!
In!2010!the!millionth! ISO!9001)certificate!was!granted!worldwide2.!These!types!of!systems!
aim! especially! for! internal! (intra)organizational)! control! and! improvement! of! both!
operational!processes!as!well!as!supporting!processes.!At!first,!companies!would!emphasize!
securing!and!controlling!quality!standards,!whereas!over! the! last! few!years! the!accent!has!
shifted! to! continuous! improvement3!4!5.! The! latest! issues! of! quality! standards,! such! as!
QS9000,! ISO9001:2000!and! ISO/TS16949!add!to! this!shift.!So! far,!both!theory!and!practice!
show!that!the!concept!of!continuous!improvement!is!mainly!handled!within!organizations6!7!
8.!
!
At! present,! there! is! an! increasing! interest! in! applying! the! concept! of! continuous!
improvement! between! cooperating! companies! in! the! supply! chain.! More! and! more,!
competition!between!individual!companies!has!shifted!towards!competition!between!chains!
and!related!organizational!networks.!!
The! concept! of! continuous! improvement! can! be! seen! as! part! of! TQM.! Specific! methods,!
techniques! and! protocols! have! been! developed! for! both! incremental! and! radical!
improvements.! Examples! are! Statistical! Process! Control,! Failure!Mode! and! Effect! Analysis!
(FMEA),!Quality!Function!Development!(QFD),!Business!Process!Reengineering!(BPR)!and!Six!
Sigma.!These!instruments!have!proved!their!merit!as!instruments!for!systematic!measuring,!
analyzing!and! improving!both!product!and!process!quality.!For!example,!with!co)operating!
automotive!companies!the!application!of!benchmarking!and!FMEA!in!the!total!supply!chain!
has! led! to! a! substantial! reduction! of! assembly! times,! of! the! number! of! parts! used! in!
products,! and! of! production! costs9.! Applying! QFD! and! Six! Sigma! at! Thales! has! caused!
substantial!savings!on!an!annual!basis10.!Needless!to!say,!the!willingness!to!co)operate!and!
to! exchange! information! on! processes! and! performances! is! crucial.! Applying! accurate!
methods,!instruments!and!techniques!also!determine!the!final!result.!!
!
The! basis! for! improvement! was! developed! by! Shewhart11,! and! became! well)known! by!
Deming1,!known!as!the!Deming)circle!or!PDCA)cycle.!This!PDCA)cycle!is!supported!by!using!
the!correct!protocols!or!tools!at!the!correct!moment.!!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Fisscher,!O.A.M.!(1993)! 'R&D)management:!kwaliteit!van! interactie',! in!Bossink,!B.A.G.,! J.F.B.!Gieskes!en!O.A.M.!Fisscher!
(red.)!'Kwaliteitsmanagement!In!Beeld',!Kluwer,!Deventer,!pp.!205)220!
2!Source:!ISO!Geneve!
3!Imai,!M.!(1986)!'Kaizen.!The!key!to!Japan's!competetive!succes',!McGraw)Hill!,!London!
4!Bessant,!J.!S.!Gaffyn,!J.!Gilbert,!R.!Harding!!en!S.!Webb!(1994)!'Rediscovering!continuous!improvement'!,!Technovation!14!
(1)!pp.!17)29!
5!Boer,! H.,! A.! Berger,! R.! Chapman! en! F.! Gertsen! (2000)! 'CI! changes:! from! suggestion! box! to! organisational! learning,!
continuous!improvement!in!Europe!and!Australia',!Ashgate!Publishing,!Aldershot!
6!Gieskes,!J.F.B.!en!H.G.A.!Middel!(2003)!'Kwaliteit!van!gezamenlijk!verbeteren!nader!onderzocht',!!Sigma!2003!(2)!pp.!12)17!
7!Maas,!J.G.V.!(1999)!'Professionaliteit;!management!van!professie!en!professionele!organisaties.',!Kluwer,!Deventer!
8!!Beij,!J.D.!van!der,!H.!Broekhuis!en!J.F.B.!Gieskes!(1999)!'Kwaliteitsmanagement!in!beweging',!Kluwer,!Deventer!
9!Koudal,!P.,!H.!Lee,!B.!Peleg,!P.!Rajwat!en!R.!Tully,!'General!Motors:!building!a!digital!loyalty!network!through!demand!and!
supply!chain!integration',!Stanford,!Case!GS)29,!03/17/03!
10!Berendsen,!G.J.!en!T.!Booijink!(2003)!'Lies,!damned!lies!and!statistics;!de!impact!van!Six!Sigma'!!Kwaliteitskrullen!16!(4)!pp.!
8)12!
11!Shewhart,!Walter!A[ndrew].! (1931).!Economic! control! of! quality! of!manufactured! product.!New!York:!D.! Van!Nostrand!
Company.!pp.!501!p..!ISBN!0)87389)076)0!
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PeopleUcentered+approach:+social+dynamic+
Making!use!of!a!systems!engineering!approach!in!quality!management!will!not!be!sufficient.!
Employers!will!have!to!be!able!and!willing!to!work!with!the!protocols!they!are!offered.!That!
implies! that! these! methods! and! techniques! will! have! to! mesh! with! employers'! existing!
experiences! and! needs.! Quality! concerns! people.! This! concern! might! be! supported! by!
methods!and!techniques,!but!cannot!be!replaced!by!them.!This!people)centered!and!change!
management! approach! on! quality! is! called! the! social! dynamic! approach2.! This! approach!
focuses! on! the! meaning! of! motivation,! organizational! culture,! communication! and!
leadership.!The!attention!for!quality!moves!from!an!operational!to!a!strategic!level.!Quality!
is! seen! more! and! more! as! an! integral! control! and! improvement! issue,! that! concerns! all!
processes! within! an! organization,! where! structural! attention! is! paid! to! customers’!
preferences,! continuous! improvement,! style! of! leadership,! culture,! teamwork! and!
participation.!In!the!80s!we!witness!the!term!Total!Quality!Management!(TQM).!TQM!can!be!
defined! as! a! management! philosophy! which! emphasizes! continuously! aiming! for! both!
internal!organization! issues!as!external! issues!by! improvement! schemes.!TQM's! content! is!
not!always!clear)cut!or!unambiguous,!as!the!number!of!publications!show.!The!emergence!
of!quality!awards!such!as!EFQM)Award!(European!Foundation!for!Quality!Management)!and!
the! Dutch! Quality! Award! based! on! the! INK! concept! alters! this! situation.! They! provide!
measured!reference!criteria!to!establish!the!quality!level!of!an!organization.!In!table!we!see!
an!overview!of!quality!dimensions!throughout!the!years.!!
!
Since!1980!quality!management!also!extended! to! the! service! sector,! including!commercial!
services,! the!non)profit! sector,!authorities!and! the!care! sector.!Principles! that!had!already!
proved! their! merit! in! industry,! appeared! to! work! in! the! service! sector! as! well.! It! is!
unnecessary!to!develop!new!systems,!although!services!and!organizations!providing!services!
differ! substantially! from! products! and! production! companies,! in! for! example! operational!
processes! and! organizational! culture.! Besides,! currently! the! industrial! sector! pays! more!
attention! to! service! oriented! aspects! of! supply,! such! as! service,!maintenance,! guarantees!
and! after)sales! services.! A! development! towards! automation! and! computerization! can! be!
found!in!the!service!sector.!Consequently,!the!gap!between!services!and!goods!declines3!4!5!
6.!!
!
TQM! effects! the! whole! chain,! from! operational! levels! to! strategic! levels! and! from!
operational!processes!to!facilitating!and!managing!processes.!So!TQM!is!not!only!aiming!for!
products!and!internal!processes!within!one!organization,!but!for!the!total!supply!chain,!for!
the! interaction! between! organizations! in! this! chain! and! for! the! interaction! between! the!
chain!and!society.!TQM!also! involves!dealing!with! 'soft! issues',! such!as!management!style,!
organization!culture,!values!and!employers!participation.!!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Deming,!W.!Edwards!(1986).!Out!of!the!Crisis.!MIT!Center!for!Advanced!Engineering!Study.!ISBN!0)911379)01)0!
2!Fisscher,!O.A.M.!(1994)!'Kwaliteitsmanagement!en!bedrijfsethisch!handelen',!Universiteit!Twente,!Enschede!(oratie)!
3!Boomsma,!S.!en!A.!van!Borrendam!(1987)! 'Kwaliteit! in!diensten;!een!zorg!voor!managers! in!de!diensten)!en! industriële!
sector.',!Kluwer,!Deventer!
4!Vinkenburg,!H.!(1988)!'Dienen!en!verdienen,!hoe!dertien!bedrijven!hun!dienstverlening!verbeteren',!Kluwer,!Deventer!
5!Berendsen,!G.J.!en!J.F.B.!Gieskes!(1993)! 'De!ondernemende!universiteit:!alles!KITS?',! in!Bossink,!B.A.G.,! J.F.B.!Gieskes!en!
O.A.M.!Fisscher!(red.)!'Kwaliteitsmanagement!In!Beeld',!Kluwer,!Deventer,!pp.!186)202!
6!Berendsen,! G.J.! en! J.W.! Brals! (2000)! 'Op!weg! naar! kwaliteit! in! een! zorgonderneming;! verbetering! en! innovatie! bij! het!
Streekziekenhuis! Midden! Twente.',! in:! Berendsen,! G.J.,! J.G.V.! Maas! en! E.A.M.! Rosendaal! (red.)! 'Grensverleggende!
professionaliteit:!creëren,!innoveren,!perfectioneren',!Samsom,!Alphen!aan!den!Rijn,!pp.!123)138!
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Aspects+of+the+role+of+quality+professionals+
At!a!national!level!we!see!a!change!in!the!overall!public!attention!for!quality!management.!
Societies! for! quality! professionals! try! to! bundle! their! forces! to! keep!members! interested.!
Chairs! in! Quality! at! universities! are! given! other! titles1.! Quality! is! nowadays! 'just'! product!
management! and! organizational! science 2 .! Magazines! on! quality! management! see! the!
number!of!their!subscribers!drop.!Quality!awards!such!as!the!INK!award!are!presented!less!
often,! some! of! them! have! even! disappeared! completely,! like! the! Twente!Quality! Award3.!
Quality!management!seems!to!be! less!popular!and!loses!favour,!because!organizations!are!
disappointed! about! the! surplus! value! of! its! models! and! systems.! The! debate! on! the! INK!
model4!(related! to! the! EFQM!model5)! shows! that! this!model! is! satisfactory! as! an! analysis!
model,! but! it! does! not! automatically! provide! changes6!7!8.! Popular! programs! such! as! Six!
Sigma!and!Lean!Manufacturing!are!not!able!to!keep!their!promises!when!there!is!not!enough!
attention!for!employers!participation!and!therefore!for!social!dynamics9!10!11.!!!
!
Companies!have!to!deal!with!numerous!standards!and!values.!In!this!varied!climate,!quality!
management! can! provide! certainties.! There! would! be! guidance! on! fulfilling! customers'!
wishes,! professional! standards! and! legal! or! regulatory! requirements.! Certificates,! quality!
marks!and!accreditations! should! form!concrete!proof,! for! customers!or! the! community! to!
rely!upon.!The!quality!professional!plays!a!relevant!role!in!realizing!this!guarantee.!
!
Quality!concerns!are!not!only!for!good!management!and!improvement,!but!increasingly!for!
innovation.!For!good!reason,!the!latest!issue!of!ISO!900112!puts!realising!improvements!first.!
In!actual!practise!we!see!only!a!small!number!of!companies!implementing!improvements!to!
their! full! extent.! Organizations! that! have! implemented! TQM! principles! are! the! exception:!
they! experience! substantial! benefits,! such! as! lower! failure! costs,! more! appreciation! by!
customers,! suppliers! and! employees,! and! a! better! competitive! position.! Quality!
improvement! leads! to! higher! sales! and! a! larger! market! share,! to! a! higher! product! and!
process!reliability!and!to!lower!quality!costs13!14!15.!Quality!is!relevant!to!trading!results,!so!a!
quality!official's!role!remains!important.!
!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!personal!observations!
2!discussion!in!meeting!Dutch!Academy!of!Quality,!March!2011!
3!Source:!presentation!!Roel!Schuring,!Kwaliteitsdag!Twente!2010!
4!Source:!www.ink.nl/!
5!Source:!www.efqm.org/en/!
6!Göbbels,!M.!(2003)!'Vijftig!jaar!KDI'!in:!'Vijftig!jaar!kwaliteitsmanagement!in!Nederland',!KDI,!Zaltbommel,!2003,!pp.!5)6!
7!Hoogendijk,!M.H.!!en!L.A.F.M.!Kerklaan!(2003)!'Het!INK)managementmodel,!haarlemmerolie!voor!organisatieporblemen?'!
Sigma!(1)!februari!2003,!pp.!42)45!
8!Kerklaan,!L.A.F.M.!(2003)!'Kwaliteit!is!dood?'!Sigma!no.1,!februari,!!pp.!22)23!
9!Source:!Lean!manufacturing!makes!oversized!claims!
10!Source:!Seven!Signs!Your!Process!Improvement!Initiative!Is!Failing!
11!Gupta,!Praveen!(2004)!!‘The!Six!Sigma!performance!Handbook’,!McGraw)Hill!Professional!Publishing,!pp.!512!
12!Source:!ISO!9000!essentials!
13!Anoniem!(2002)!!'Investeer!in!kwaliteitsbedrijven!'!Sigma!Actueel!6,!juni!2002!
14!Beij,!J.D.!van!der,!H.!Broekhuis!en!J.F.B.!Gieskes!(1999)!'Kwaliteitsmanagement!in!beweging',!Kluwer,!Deventer!
15!Bendell,!T,!L.!Boulter,!H.!Abas,!J.!Dahlgaard!and!V.!Singhal!(2005)!‘Report!on!EFQM!and!BQF!funded!study!into!the!impact!
of! the! effective! implementation! of! organisational! excellence! strategies! on! key! performance! results’,! CQE! University! of!
Leicester,!pp.!23!
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In+practice+
Quality! has! often! been! associated!with! the! old! aura! of! ISO! standards:! namely,! apply! the!
rules.!To!contribute!to!a!substantial!improvement!it!is!important!to!use!business!terms.!That!
means:! 'sales! up! and! costs! down',! instead! of:! 'the! standard! says! x,! good! luck! with! it'.! A!
quality!professional!will!have!to!follow!these!views,!or!else!he!might!eventually!be!demoted.!
In! several! companies! we! see! officials! being! placed! above! quality! professionals.! It! is!
important! for! a! quality! professional! to! develop! a! service! oriented! and! company! oriented!
attitude.!According!to!a!number!of!managing!directors! interviewed!about!trends! in!quality!
management,! there! is! a! gap! between! desired! and! present! capabilities! of! quality!
professionals.! These! managers! stated! that! working! with! Lean! Production,! Six! Sigma! and!
Business!Excellence1!is!a!bridge!to!far!for!some!of!their!quality!professionals.!These!quality!
professionals! are! lacking! the! desired! level! of! education,! and! will! never! achieve! this.! The!
managing!directors!would!like!to!see!a!new!style!of!quality!professionals;!professionals!with!
levels! of! professional! and! intellectual! abilities! including! analytical! skills,! problem! solving!
abilities,! communication! skills! on! management! level,! and! leadership! skills! for! change!
management.! The! quality! position! will! develop! from! a! quality! controller! into! an! internal!
consultant!who!will!be!widely!employable.!
The+Integral+Package+
Quality!professionals! should!contribute! from!the!beginning!of!a! sales!chain,!as!early!on!as!
possible.!An!example!from!abroad:!when!a!farming!machine!was!placed!on!the!market,!this!
machine!met! all! requirements.! The!width! of! the! barn! doors! however,!was! not! taken! into!
account,! and! the! farming! machine! could! not! be! driven! inside.! A! number! of! operational!
requirements! were! left! uncharted.! A! quality! professional! should! take! as! much! time! as!
needed! to! let! an!operation! run! smoothly! from! the! start.! That! is!different! from!being!only!
focused! on! standards.! It! is! all! about! the! integral! package.! This! implies! a! change! in!
fundamental!attitude:!one!should!not!only!think!of!problems,!but!one!should!also!think!of!
possibilities.! Facilitating! the! improvement! process! and! supporting! progress! should! be! a!
quality!professionals'!forte.!Herein!lies!a!challenge!for!professional!associations.!
Crucial+factors+
An!important!question!a!quality!professional!should!always!ask!himself:!In!what!way!can!I!be!
a! valuable! asset! considering! my! (internal)! client's! need! and! in! the! developments! the!
company! is!being!confronted!with! from! its!environment2.!Quality!management!consists!of!
three!dimensions:!professional,!organizational!and!relational!qualities3.!Professional!quality!
involves!expertise!with!respect!to!content.!Organizational!quality!finds!expression!in!the!way!
an! organization! manages! and! improves! its! industrial! process.! Relational! quality! is!
determined!in!the!manner!which!employees!and!their!management!relate!to!each!other!and!
to! their! customers.! These! three! quality! areas! should! be! in! place! to! realize! set! quality!
objectives.!Moreover,!these!three!dimensions!should!be!in!balance.!How!long!is!it!justifiable!
to!work! on! improving! processes! or! employees'! skills! when! e.g.! customers’! needs! are! not!
met.!
!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!interne!notitie!KwalteitsKring!Twente,!inspiratie!voor!revitalisatie’,!2004!
2!This!question!!also!applies!to!all!members!of!an!organization!and!not!only!to!quality!professionals!
3!B.C.!van!Schijndel!(2007)!,!Kwaliteitsmanagement!in!het!Hoger!Beroepsonderwijs!;!Synaps!22!
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What!factors!determine!relational!quality!and!which!human!factors!determine!whether!an!
organization!succeeds!in!realizing!its!goals?!!The!following!chart!deals!with!relational!quality,!
and!not!with!process!quality!or!expertise.!!
!
Human+success+factors+in+quality+management:+relational+quality+
Success2factor2 State2of2expression2 Conditions2
Meaningfulness! Inspiring!stories!
Individual!and!collective!goals!
Being!transparent!
Preparing! and! daring! to! share! dreams!
and!expectations!
Ownership! Pride!
Involvement!
Dedication!
Enthusiasm!
Take!responsibility!
Use!of!competence!!
Expertise! Knowledge!
Skills!
Competences!
Virtuosity!
Willing!to!learn!
Willing!to!succeed!
Social!skills! Congenial!
Attentiveness!
Pleasure!
Humour!
To!have!and!show!respect!
Give!sincere!attention!
Maintain!relations!
Leadership! Improvement!culture!
Ownership!
!
Give!responsibility!
Create!room!and!capacity!
Trust!and!appraisal!
Authenticity!
!
Table!2:!
Social!dynamic!success!factors!in!quality!management1!
!
When! the!goals!of!an!organization!are!unambiguous,! it! is!easy! to!appreciate! the!direction!
and! actions! needed.! Inspiring! stories! will! lead! to! enthusiastic! actions.! Ambiguity! leads! to!
incomprehension,! a! lack! of! motivation! and! cynicism.! Therefore,! the! basic! principle! of!
Investors! in!People! is!worthwhile2.! If!you,! individually!or!as!a!group,!do!not!know!why!you!
are! doing! something,! you! are! bound! to! lose! pleasure! as! well! as! direction.! Individual! and!
collective! focus! is! important.!Conflicting!objectives! lead! to!confusion:!people!do!not!know!
what!choices!to!make.!Therefore,!departmental!objectives!should!not!be!conflicting.!When!a!
manager! is! responsible! for! a! substantial! cost! reduction!on!personnel! expenses! and! at! the!
same!time!held!responsible!for!having!motivated!employees,!this!might!be!the!case.!!!
!
When! a! manager's! or! employer's! personal! objectives! do! not! agree! with! the! division's!
objectives,!the!relevance!of!these!objectives!are!at!risk.!A!university's!personnel!officer!finds!
he! can! only! advise! his! faculty! principal! as! long! as! he! is! hierarchically! independent! of! this!
principal.!If!this!was!not!the!case!then!his!autonomy!(and!subsequently!his!professionalism)!
would!be!at!risk.!Meaningfulness!leads!to!recognizable!involvement!and!dedication!to!both!
management!and!employees.!!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Berendsen,!G.!en!B.!van!Schijndel,!2007,!Kwaliteit! is!mensenwerk,!relationele!kwaliteit!als!kwaliteitsfactor,!Synaps!5)!23,!
pp.!7!)!11!
2!source:!Investors!in!People!kwaliteitsstandaard!
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Creating+winUwin+situations+
As!a!quality!professional!with!sufficient!knowledge!of!the!market's!demands!and!standards!
you!can!create!a!win)win!situation!for!everybody!involved.!Also!when!you’re!capable!to!deal!
with! cultural! differences! within! an! organization! and! with! generation! differences! among!
employees.!Contemporaries!of!various!decades!(protest!generation,!generation!X,!pragmatic!
generation,! Screenagers,! generation! Einstein) 1 !show! different! views! and! styles! on!
communicating,!cooperation!and!decision)making!as!shown!in!table!Error!+Not+a+valid+link..!
These!views!and!styles!have!direct! impact!on!ways!to!motivate!and!stimulate! !employees’!
commitment!and!involvement.!
!
+ Protest+
generation+
Generation+X+ Pragmatic+
generation+
Screenagers+
Age!(2010)! 55)77!years!old! 40)55!years!old! 25)40!years!old! 9)25!years!old!
Mentality! Ambitious,!
sensitive!to!status!!
Modest,!'act!
normally'!
Critically!realistic!
Rational)
functional!
It!is!about!who!
you!are,!self)
willed!
Preferable!styles!
of!communication!
To!discuss,!argue! To!share!reality,!
consciousness!
Open,!direct,!
honest,!
interactive!
Fast!and!
purposeful,!
worldwide!
network!
Preferable!ways!
of!cooperation!
To!give!space! To!look!for!
connections!
Interactive! Meaningful!
contacts!
(multicultural)!
Preferable!ways!
of!decision'
making!
To!find!support! To!bind!and!to!
make!use!of!
differences!
To!join!
knowledge,!to!
speed!up!
processes!
Fast,!play!it!by!
ear!
+
Table!3:!
Not!all!generations!are!the!same2!
!
A!quality!professional!should!on!a!regular!basis!verify!whether!he!is!still!in!tune!with!all!these!
aspects.!If!not,!he!will!have!to!take!measures,!for!example!by!education,!or!by!mapping!out!
his! (internal)! customers'! expectations! or! by! retrieving! data! on! market! development.! He!
might!also!realise!he!would!never!get!in!tune!with!the!current!company,!so!he!would!need!
to!develop!to!a!more!enterprising!attitude!(often!referred!to!as!intrapreneurship3)!!and!to!a!
more!understanding!of! cultural! differences! (see! figure!1).! Professional! associations! should!
wonder! how! to! support! a! quality! professionals’! entrepreneurship! within! the! organization!
and!how!to!foster!a!professionals’!capability!in!cultural!change.!!
!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Bontekoning,!A.C.!(2008)!‘Generatiegolven!als!vernieuwingsimpulsen‘,!M&O:!1,!pp.!37)51!
2!Verburg,!Rober.t!(2010)!‘Percepties!van!HRM’,!!!HAN!Press,!Nijmegen,!pp.!25!
3!Maier,! V.! and! C! Pop! Zenovia! (2011)! Entrepreneurship! versus! Intrapreneurship,! Review! of! International! Comparative!
Management,!Volume!12,!Issue!5,!pp.!971!)!976!
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!
Figure!1:!
Aspects!of!the!quality!professional!to!stay!in!tune!
!
What+to+do+next?+
Bolwijn!and!Kumpe1!sketch!developments!that!took!place!over!the!last!decades,!viewing!the!
market's!demands!on!entrepreneurs!In!short,!this!means!the!following:!In!the!60s!we!saw!a!
tendency! to! keep! prices! as! low! as! possible.! As! a! consequence,! there! was! large)scale!
production!of!standard!products.!Efficiency!was!a!company's!main!performance!criterion.!In!
the!70s,!price!remained!of!course!an!important!reference!to!customers.!But!more!and!more,!
higher!demands!were!made!upon!quality.!So)called!'quality!companies!came!into!existence!
(Bolwijn! and! Kumpe,! 1992).! Not! only! price! and! quality! are! important! to! customers,! also!
delivery! periods! and! possible! options.! This! becomes! manifest! in! the! car! industry,! where!
customers!are!offered!a!vast!growing!variety!of! individual!customisations.!To!be!concise,!a!
company's! performance! is! not! only! determined! by! efficiency! and! quality,! but! also! by!
flexibility.! In! the! meantime! we! have! arrived! in! the! 80s.! In! the! 90s! entrepreneurs! were!
confronted!with!customers! looking! for!new,! innovative!products,! tuned! into! specific!niche!
markets.!Consumers!require!their!own,!unique!product.!Companies!need!to!be!innovative2.!!
!
Jonker!and!Foster3!elaborate!on!Bolwijn!and!Kumpe's!views.!A!few!years!ago,!they!launched!
the! idea! of! Third! Generation! Quality! Management,! describing! the! role! of! stakeholders!
integrating!business!into!society!(see!table!4).!Quite!a!challenge!!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Bolwijn,!P.T!en!T.!Kumpe!(1992)!Marktgericht!Ondernemen,!Management!van!continuïteit!en!vernieuwing,!van!Gorcum,!
Assen/Maastricht,!2e!druk!
2!Teun!Hardjono!!(1995)!‘Ritmiek!en!organisatiedynamiek’,!Kluwer!
3!Jonker,!J.!and!!D.J.!Foster!(2009)!The!Contemporary!Business!Enterprise!and!the!Quest!for!Quality:!A!Holistic!Perspective!
on!Wealth!Creation,!Stakeholder!Management!and!Quality!Management,!Research!paper!'Management!et!Qualité!Globale!
INFOS'!!
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The! first+ generation,! according! to! Jonker! and! Foster,! focuses! on! ideas! on! process!
optimization! and! product! characteristics.! They! are! supported! by! tools! such! as! process!
control,!product!inspections!and!procedure!guides.!!
The! second+ generation! quality! management! aims! for! organizations! as! a! whole,!
concentrating!on!contextual! factors!as! stated! in! the!EFQM!model!and! the! INK!model.!Not!
only! hard! factors,! but! also! soft! factors! such! as! leadership! and! culture! are! explicitly!
mentioned,!just!like!the!value!chains,!of!which!companies!form!a!part.!
The! third+ generation! quality!management! contrasts! to! the! latter!by! assuming!a! relational!
perspective! on! organizations.! This! generation! is! based! on! expectations! and! needs! of! all!
shareholders! and! follows! the! present! debate! on! corporate! social! responsibility! and!
stakeholder!management.!The!basic!assumption!is!multi)dimensional!profit!optimization!as!
opposed!to!one)dimensional!profit!maximization.!
!!
!
!
Table!4:!
Characteristics!of!the!Three!Generations!of!Quality!Management!according!to!Jonker!and!Foster47!
!
There!is!a!big!gap!between!the!third!generation!approach!and!the!views!of!the!managers!I!
have! spoken! to.! These! managers! put! their! own! organization! first! (one! dimensional!
approach),! while! the! stakeholder! approach! is! multi)dimensional! and! focused! on! profit!
optimization.!The!interviewed!managers!are!not!reluctant!to!handle!multi)dimensional,!but!
acting!on!the!principles!of!Third!Generation!Quality!Management!is!very!hard.!That!will!have!
its!influence!on!quality!professionals'!development.!In!the!short!term!more!leadership!and!a!
focus!on!customer!and!profit!results!will!be!dominant.!The!use!of!standards!and!guides,!as!
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well! as! the! constant! care! for! compliance1!!will! also! remain! relevant.!More! and!more,! the!
environment!will!make!an!increasing!demand!on!organizations!for!added!social!value.!After!
all,! corporate! social! responsibility! and! sustainable! entrepreneurship! have! become! an!
integral!part!of!modern)day!life.!Also!interesting!in!this!respect!is!the!AA1000SES!standard2.!
This!standard!provides!a!framework!for!stakeholder!management!in!achieving!sustainability.!
It! recognizes! that! a! stakeholders’! dialogue! is! now!accepted! as! crucial! to! an! organization's!
sustainability.!Although!Jonker!and!Foster!do!not!put!it!concretely,!the!AS1000SES!standard!
provides!enough!tools!enabling!good!stakeholder!management.! Inclusiveness! is!one!of!the!
AA1000SES! principles,! which! entails! that! stakeholders! are! involved! in! developing! and!
achieving! a! responsible! and! strategic! answer! to! sustainability.! It! is! not! necessary! for! all!
stakeholders! to! get! involved.! Only! stakeholders! that! are! directly! confronted! with! the!
companies’! outcomes! and! effects! are! relevant.! All! this! means! that! quality! management!
should! be! focused! on! this! matter.! The! focus! shifts! to! a! multiple! value! optimization.!
Involvement! by! other!managerial! disciplines! to! create! a! transition! to! such! an! approach! is!
essential.!The!quality!professionals’!experience!and!knowledge!will!enable!him!to!implement!
improvements.!!
!
The! situation!described! above! is!written! from!a!business'! and! entrepreneur's! perspective.!
Naturally,!views!from!the!business!service,!the!care!sector!or!public!services!would!aspire!to!
the!following!ideas.!
Quality+in+professional+organizations:+stimulating+individual+quality+
Professional! organizations! can! be! regarded! as! organizations! providing! services! based! on!
knowledge! within! these! services 3 .! Educational! institutes! fall! into! this! category.!
Accreditation4!and!certification5!!are!two!notions!that!have!identical!meaning.!However,!the!
context! in!which! they!are!used!might!be!different.! The! field!of! education!uses!mainly! the!
term!of! accreditation,!whereas! in!business! the! term!certification!prevails.! Since! the! terms!
are! no! different,! I! will! only! use! the! term! certification.! Certification! is! widespread,!
nevertheless,! it!has!been!widely!criticized.!Companies!find!certification!to!be!supportive!as!
well!as!burdensome6.!After!a!company!has!obtained!a!certificate,! they!find!that!they!have!
not!gained!added!value!but!have!attracted!an!administrative!burden.!!
Professionals!share!these!ambivalent!feelings!on!certification.!The!issue:!'Organisational!red!
tape!forms!an!obstacle!to!normal!!teaching',!published!in!de!Volkskrant7,!has!provoked!many!
reactions!in!the!field!of!education.!!
This! red! tape!also!effects!administrative! issues!about!certification.!Van!Kemenade's! study1!
shows! that! one! of! the! problems! during! certification! is! the! lack! of! motivation! by!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Gelinck,!Henriette!(2007)!‘The!Science!of!Compliance’,!Uitgeverij!Kluwer,!Deventer,!pp.!128!
2 !AccountAbility! (2008)! ‘AA1000! STAKEHOLDER! ENGAGEMENT! STANDARD! 2011’,! AcountAbility,! London,! pp.! 49.!
www.accountablity.org!!
3!Kerkhof,!C.!and!J.!van!den!Ende!(2003)!‘Kennismanagement!in!professionele!organisaties’,!M&O!nov/dec!’03:!pp.!45)49!
4!Accreditation!is! a! process! in!which!certification!of! competency,! authority,! or! credibility! is! presented.! The! accreditation!
process! ensures! that! their! certification! practices! are! acceptable,! typically!meaning! that! they! are! competent! to! test! and!
certify!third!parties,!behave!ethically!and!employ!suitable!quality!assurance.!Source:!Wikipedia!
5!Certification!refers!to!the!confirmation!of!certain!characteristics!of!an!object,!person,!or!organization.!This!confirmation!is!
often,!but!not!always,!provided!by! some! form!of!external! review,!education,!or!assessment.!Organizational! certification,!
such! as! the! Earthcheck! environmental! and! sustainability! certification,! is! usually! referred! to! as!accreditation.! Source:!
Wikipedia!
6!Source:!Themabijeenkomst!TQC!
7!Source:!Volkskrant!Onderwijsagenda!
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professionals.! The! core! principle! of! teaching! is! the! relationship! between! teacher! and!
student.! !When!professionals!act! individually,! the!professionals'!expertise!and!competence!
form!the!key!elements!of!education.!Therefore,!quality!from!the!inside!(formed!and!realised!
by!the!professional)!is!a!very!decisive!factor!for!success.!But!how!to!achieve!quality!from!the!
inside?!It!is!a!matter!of!stimulating!individual!quality!in!order!to!improve!the!quality!of!the!
result.!Though!this!depends!on!individual!professionals,!the!organization!they!work!for!has!a!
responsibility! for! the!overall! results,!and! for!giving! individuals! the!opportunities! they!need!
for!improvement.!!
!
When! the! responsibility! is! solely! on! a! professional's! level,! reflection! on! performances!
between! professionals! might! no! longer! take! place.! A! professional! needs! to! show! his!
responsibility! towards! the! organization! he! works! for,! and! which! pays! his! salary.! A!
professional!should!be!allowed!to!bring!his!own!approach,!but!at!the!same!time!he!has!to!be!
prepared!for!mutual!consultation!and!to!discuss!to!what! level!his!activities!are! in! line!with!
the!organizations’!targets.!A!professional!might!think!he!could!probably!well!do!without!such!
a!critical!approach,!but!it!is!an!essential!one.!!
!
By! nature,! professionals! stand! firm,! and! in! general! they! are! able! to! manage! their! work!
independently.!They!have!ended!up! in! such!a!position!by!means!of! their! skills.!But!not!all!
professionals!are! receptive! to!criticism.!The!practise!of!education! teaches!us! that,!without!
cooperation,! in! a! large)scale! educational! institute! similar! teaching! methods! might! be!
developed! in! separate! departments.! Bureaucratic! rules! might! be! a! waste! of! energy,! but!
individual! behaviour! could! entail! the! same! thing.! Removing! the! restrictions! of! these! rules!
can! only! be! achieved! if! professionals! are!willing! to! open!up! to! peer! reviews,! constructive!
criticism!and!recommendations.!
Besides,!means!and!budgets!will!always!be!limited.!For!professionals!to!simply!ask!for!more!
money! is!not!a!very!creative!way!of!solving!problems.!The!challenge! lies! in!respecting!and!
stimulating!each!other! (both!management!and!professionals).!Only! thus!can!a!cooperating!
team!be!built,!formed!by!competent!professionals.!That!is!what!it!is!all!about.!Frans!de!Vijl2!
calls! for!clearing!up!management!embarrassment;!professionals!would!benefit! from!sound!
management.!!
!
So,!one!should!create!situations!for!professionals!to!experience!freedom,!as!long!as!there!is!
no! shift! towards! too! much! independence.! One! must! find! the! best! solution.! Good!
management! is! vital,! but! too! many! rules! and! regulations! will! not! produce! a! successful!
outcome,! according! to! De! Leeuw3.! The! quality! professional! can! be! relevant! by! playing! a!
supportive!role.!
Involvement+paradigm+
Huub!Vinkenburg4!refers!to!the!control!and!involvement!paradigm.!He!explains!the!control!
paradigm! as! being! regulations! and! control,!with! achievability! as! an! ideal.! He! denotes! the!
involvement!paradigm!with!ideas!such!as!skilfulness!and!involvement,!with!quality!of!life.!In!
practise,! these! two! paradigms! will! coexist,! but! to! what! extent! will! vary! across! various!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Source:!Certificering!in!het!hoger!onderwijs:!de!medewerking!van!de!professional!aan!kwaliteitscontrole.!
2!Source:!Weg!met!de!managementschaamte!
3!Source:!Ton!de!Leeuw!
4!Vinkenburg,!Huub!(2010)!Naar!een!derde!school!in!de!kwaliteitskunde?!Synaps!31,!pp.3)5!
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sectors.! Process! management! will! play! a! far! more! prominent! and! apparent! role! in! a!
production! environment! than! in! a! service! environment.! The! control! paradigm! is! vital! for!
reducing!undesired!process!variation,!for!example!by!using!Six!Sigma!in!a!care!environment.!
However,!to!accomplish!a!true!change!in!employees’!attitude!and!behaviour,!it!is!necessary!
to!take!an!approach!from!the!involvement!paradigm.!A!quality!professional!will!have!to!act!
on!both!paradigms!to!be!of!added!value,!and!prepare!a!future!for!quality!management.!!
!
Many! entrepreneurs! wish! to! go! beyond! rules! and! regulations.! They! are! involved! in! their!
environment,!and!thrive!on!doing!something!additional.!This!was!reported!by!some!fifteen!
entrepreneurs! who! were! interviewed! about! their! reasons! for! participating! in! sustainable!
entrepreneurship1.! Some! of! them! want! to! go! further,! they! want! to! make! not! only! their!
customers!and!personnel!satisfied,!but!also!to!extend!their!remit!to!their!environment!and!
to!charity.!
One!entrepreneur!experienced!more!happiness!because!she!saw!a!change!in!her!employees!
because!of!her!introduction!of!sustainable!entrepreneurship.!She!also!experiences!happiness!
by!being!appreciated!by!her!customers!because!of! the!way!she!was! running!her!business.!
Feeling! good! and! being! happy! are! subjective! criteria,! however,! they! are! important!
ingredients! when! it! comes! to! the! involvement! paradigm.! Embodying! the! involvement!
paradigm!is!part!of!a!quality!professionals’!role.!He!will,! in!his!present!position,!be!shaping!
products!and!processes!in!a!sustainable!manner.!!
Conclusion+
Quality!management!goes!back!a! long!way.! It! took!quite!some!time! to! reach! the! level!we!
have! now.! Both! the! instrumental! and! the! social)dynamic! approach! are! important.! We!
require!a!change!towards!the!so)called!third!generation!approach,!together!with!attention!
for!sustainability!and!responsibility.!However,!this!implies!changes!in!emphasis.!!
Although!the!public!interest!shown!in!quality!management!declines,!it!is!of!no!great!matter.!
In!practical!management!quality!issues!remain!important.!But!what!does!the!future!hold!for!
quality!management?!It!will!survive!as!long!as!more!attention!is!given!to:!
• Allowing! intrapreneurship;! showing! more! entrepreneurial! behaviour! inside! the!
organization!will!lead!to!better!improvements!and!outcomes.!!
• Making!demand)driven!contributions;!stakeholder!involvement!is!lying!at!the!basis!of!an!
organizations!success,!their!input!and!involvement!is!important.!
• Continuing!the!control!paradigm;!organizations!need!to!stay!in!compliance!with!internal!
and!external!standards,!norms!and!values.!
• Embodying! the! involvement! paradigm! and! relational! quality;! third! generation! quality!
management! and! successful! implementation! of! its! principles,! is! focussed!on! aspects! of!
quality!of!life.!
• Focusing! on! multiple! value! creation! considering! both! short)term! and! long)term! goals;!
paying!attention!to!long!term!goals!is!inevitable!for!survival!in!a!challenging!environment.!
! !
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Maertzdorff,!Ilona!(2008),!Duurzaam!Ondernemen:!wat!levert!het!op?,!HAN!University,!intern!rapport,!pp.!91!
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Abstract+
According! to! Grayson,! McLaren! and! Spitzeck! (2011)! Social! intrapreneurs! are! “people!
within!a!large!corporation!who!take!direct!initiative!for!innovations!which!address!social!
or!environmental!challenges!profitable”.!Social!intrapreneurs!are!expected!to!contribute!
to! STIR:! sustainability,! talent,! creativity! and! innovation! and! reputation.! Until! now! not!
much!research!has!been!done!to!social!intrapreneurship.!Therefore,!in!this!contribution,!
we! try! to! shed! light! –! in! the! form!of! a! conceptual,! theoretical! and! (limited)! empirical!
clarification! and! exploration! )! on! the! phenomenon! of! social! intrapreneurship! and! its!
predicted!effects!on!sustainability,!talent,!creativity/innovation!and!reputation.!By!doing!
so! we! contribute! to! the! understanding! and! the! applicability! of! the! so! far! poorly!
understood!phenomenon!of!social!intrapreneurship.!
!
Key! words:! social! intrapreneurship,! intrapreneurial! behavior,! intrinsic! motivation,! self!
determination!theory!(SDT)!
!
1.+Introduction+
In!the!last!decades!all!kind!of!new!‘combinations!of!entrepreneurship’!have!been!developed,!
like! corporate! entrepreneurship,! innovative! entrepreneurship,! social! entrepreneurship,!
sustainable!entrepreneurship,!etc.!They!all!relate!to!the!traditional!or!independent!form!of!
entreneurship:! a! person! who! has! possession! of! a! new! enterprise,! venture! or! idea! and! is!
accountable! for! the! inherent! risks! and! the! outcome! of! a! product,! while! the! different!
additions! point! at! the! way! the! entrepreneurship! is! exercised! and/or! the! environment! or!
sector!to!which!it! is!oriented.! !However,!since!the!1990’s!we!also!know!a!more!dependent!
form!of!entrepreneurship:!the!intrapreneur.!According!to!the!American!Heritage!Dictionary!
an! intrapreneur! is! "a!person!within! a! large! corporation!who! takes!direct! responsibility! for!
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turning! an! idea! into! a! profitable! finished! product! through! assertive! risk)taking! and!
innovation”.! And! “Intrapreneurship! refers! to! employee! initiatives! in! organizations! to!
undertake!something!new,!without!being!asked!to!do!so.".!Hence,!the!intrapreneur!focuses!
on! innovation! and! creativity,! and! transforms! an! idea! into! a! profitable! venture,! while!
operating! within! the! organizational! environment.! Thus,! intrapreneurs! are! Inside!
entrepreneurs!who!follow!the!goal!of!the!organization.!!
!
Recently,! also! in! relation! to! intrapreneurship! a! new! variant! has! developed,! namely! ‘social!
intrapreneurship’.!According!to!Grayson!et!al!(2011)!social!intrapreneurs!are!“people!within!
a! large! corporation! who! take! direct! initiative! for! innovations! which! address! social! or!
environmental! challenges! profitable”! and:! “In! contrast! to! social! entrepreneurs,! social!
intrapreneurs!can!leverage!existing!infrastructures!and!organizational!capabilities!to!deliver!
social!value!on! large!scale”.! In!their!article!Grayson!et!al! (2011)!present!an!overview!of!25!
social! intrapreneurs! in! existing! large! companies! in! different! industries! (energy,! telecom,!
media,!financial!services,!engineering!consultancy,!management!consultancy,!etc.),!based!on!
interviews! with! these! intrapreneurs! they! come! up! with! a! first! analysis! of! this! new!
phenomenon! in! terms! of! possible! typology,! reactions! by! companies,! possible! effects,!
internal! and! external! conditions.! Though! the! article! offers! a! good! first! overview! of! social!
intrapreneurship,! it! is! still! very! descriptive! and! general.! Especially! the! way(s)! social!
intrapreneurship! can! contribute! to! the! foreseen! effects! (STIR:! sustainability,! talent,!
innovation/creativity,!reputation)!is!hardly!explained.!!
!
Therefore,! in! this! contribution,! we! try! to! contribute! to! the! understanding! of! the!
phenomenon!of!social!intrapreneurship,!the!way!it!works!and!possible!effects.!We!do!this!in!
the!form!of:!
• A! conceptual! clarification! of! the! concept! of! social! intrapreneurship,! also! in! relation! to!
related! concepts! like! (corporate)! entrepreneurship,! intrapreneurship! and! social!
entrepreneurship.!
• A!theoretical!understanding!of!the!phenomenon!of!social!intrapreneurship!with!the!help!
of!related!theories! like! innovative!work!behavior!(IWB)!theories!and!self!determination!
theory!(SDT).!
• A!(limited)!empirical!exploration.!
!
Together!with!Olaf!Fisscher,!all! three!authors!of! this!article!have!a! tradition! in!research!to!
employee! contribution! to! innovation! and! sustainability.! Jan! de! Leede! focused! in! his!
dissertation!(1997,!supervised!by!Jan!Kees!Looise!and!Olaf!Fisscher)!at!‘innovations!from!the!
shopfloor’,! looking!especially!at!the!contribution!of!task!groups!and!self!steering!teams!on!
process! and! product! innovation.! And! André! Nijhof! studied! in! his! dissertation! (1999,!
supervised!by!Olaf!Fisscher!and!Jan!Kees!Looise)!‘ethical!dilemma’s!in!organizational!change!
processes’.!André!Nijhof!also! (2002,! together!with!Koos!Krabbendam!and! Jan!Kees!Looise)!
researched!the!contribution!to! ‘innovation!through!exemptions:!building!upon!the!existing!
creativity! of! employees’.! Last! but! not! least! Jan! de! Leede! and! Jan! Kees! Looise! (2005)!
published!in!this!journal!an!integrated!framework!for!HRM!and!innovation,!also!aimed!at!the!
contribution!of!employees!to!innovation.!Against!this!background!it!is!a!great!pleasure!for!us!
to!contribute!to!this!special!issue!for!Olaf!Fisscher.!
!
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The! remainder! of! the! article! is! organized! as! follows.! In! section! 2! we! try! to! come! to! a!
conceptual!and!theoretical!clarification!of!the!concept!of!social!intrapreneurship.!Therefore!
we! discuss! and! compare! this! concept! in! relation! to! the! concepts! of! and! models! behind!
corporate!entrepreneurship,! intrapreneurship!and!social!entrepreneurship.! In!section!3!we!
introduce! Self! Determination! Theory! (SDT)! as! a! possible! theoretical! underpinning.! This!
section!is!concluded!with!a!preliminary!conceptual!model!regarding!social!intrapreneurship.!
In! section! 4! we! present! two! examples! (mini! case! studies)! of! social! intrapreneurship! in!
practice.!In!section!5!we!draw!conclusions!and!give!recommendations!for!future!research.!!
2.+Conceptual+and+theoretical+clarification+of+SI+
Grayson!et! al! (2011)!define! social! intrapreneurs! (SI)! as! “people!within! a! large! corporation!
who!take!direct! initiative!for! innovations!which!address!social!or!environmental!challenges!
profitable.! Typically! they! are! going! against! the! grain! and! challenge! their! employers.! In!
contrast! to! social! entrepreneurs,! social! intrapreneurs! can! leverage! existing! infrastructures!
and! organizational! capabilities! to! deliver! social! value! on! large! scale.! Unlike! corporate!
volunteers,! corporate! responsibility! champions! or! green! team!members! inside! companies!
who!are!‘close!relatives’,!social!intrapreneurs!further!social!and!environmental!goals!while!at!
the! same! time! generating! profit! for! their! employers”.! Though! important! as! a! start,! this!
definition!leaves!a!lot!of!room!for!questions!like:!
• who!are!the!people!who!take!these!initiatives?!
• why!do!they!take!these!initiatives?!
• how!does!the!organization!(management,!colleagues)!react!on!that?!
• under!what!conditions!can!people!take!these!initiatives?!
• how!do!these!initiatives!deliver!social!value?!
• how!do!these!initiatives!generate!profit!for!their!employers?!
!
In! this! section! we! try! to! find! a! conceptual! and! theoretical! answer! to! these! questions.!
Therefore!we!start!with!discussing!the!concept!of!SI,!followed!by!a!theoretical!exploration.!
The!section!will!be!concluded!with!an!integral!model!of!SI!
!
As!the!concept!of!SI!relates!to!the!concepts!of!corporate!entrepreneurship,!intrapreneurship!
and!social!entrepreneurship,!it!is!important!to!start!with!a!clarification!of!the!similarities!and!
differences!with!these!concepts.!!
2.1+Corporate+entrepreneurship+
Like! corporate! entrepreneurship! and! intrapreneurship,! SI! is! an! internal! form! of!
entrepreneurship.! Corporate! entrepreneurship! (CE)! can! be! defined! as! “formal! or! informal!
activity! aimed! at! innovations! and!market! development! in! established! companies”! (Zahra,!
1991)!or!“the!birth!of!new!business!within!existing!organizations,!i.e.!internal!innovation!or!
venturing”!(Guth!and!Ginsberg,!1990).!Successful!CE!involves!simultaneous!attention!to!both!
innovation!and!exploitation!(Zahra,!1996).!Such!innovations!renew!companies,!enhance!their!
competitive!advantage,!spur!growth,!create!new!opportunities,!and!create!wealth!(Hayton!&!
Kelly,!2006).!According!to!Schmelter!et!al!(2010)!there!are!two!basic!understandings!of!CE.!
On! the! one! hand! there! is! the! “strategic! philosophy! approach”! which! addresses! the!
company’s! philosophy! to! act! entrepreneurially! (Lumpkin! &! Dess,! 1996;! Miles! &! Arnold,!
1991).! On! the! other! hand! there! is! the! “activity! approach”! that! deals! with! examining!
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entrepreneurial!activities!and!actions!(Antoncic!&!Hisrich,!2003;!Birkinshaw,!1997).!CE!itself!
is! mostly! operationalized! in! terms! of! innovativeness,! risk! propensity,! proactiveness,! self)
renewal!and!corporate!venturing!(Holt!et!al,!2007;!Schmelter!et!al,!2010)!
!
However,! unlike! SI! that! is! focused! at! actions! of! individual! employees,! CE! refers! more! to!
general!organizational!activities,!mostly!led!by!management!and!not!primarily!aimed!at!the!
role!of!employees.!In!their!cross)disciplinary!overview!of!entrepreneurship!research,!Ireland!
and!Webb!(2007)!state!that!CE)research!is!mainly!focused!on!CE!influenced!by!environment,!
new! technologies,! strategic! leadership,! mergers! and! acquisitions,! strategic! alliances! and!
networks!and!organizational! forms! (balancing!exploration!and!exploitation).!More!recently!
however,!we!also!see!a!growing!interest! in!the!role!of!employees! in!the!form!of! individual!
characteristics!influencing!CE!(Holt!et!al,!2007)!and!of!HRM!practices!supporting!CE!(Hayton,!
2005;!Hayton!and!Kelly,!2006;!Schmelter!et!al,!2010).!This!leads!to!models!in!which!–!besides!
environmental! and!organizational! characteristics! –! also! individual! characteristics! and!HRM!
practices!contribute!to!CE.!These!models!can!also!form!a!starting!point!for!our!model!of!SI:!SI!
can!contribute!to!CE!and!can!also!be! influenced!by!the!same! individual!characteristics!and!
HRM!practices.!However,!as!been!said,!there!is!also!an!important!difference!between!CE!and!
SI! in! the! sense! that! CE! refers! to! general!managerial! activities! aimed! at! the! collectivity! of!
employees!and!not! to! the! self)initiated! role!of! individual!employees.! This!brings!us! to! the!
concept!of!intrapreneurship.!
2.2+Intrapreneurship+
Pinchot!(1985)!was!one!of!the!first!who!used!the!term!intrapreneurship!and!wrote!a!book!
about!it.!With!respect!to!intrapreneurship!different!definitions!exist!(De!Jong!&!Wennekers,!
2008).!A!good!example!is!the!definition!by!Vesper!(1984,!295;!in!Sharma!&!Chrisman,!1999):!
Intrapreneurship! is! “employee! initiative! from! below! in! the! organization! to! undertake!
something! new;! an! innovation! which! is! created! by! subordinates! without! being! asked,!
expected,! or! perhaps! even! given! permission! by! higher! management! to! do! so”.! In! all!
definitions!the!accent!lays!on:!
• initiatives!of!individual!employees!from!below!in!the!organization!
• to!undertake!something!new/unexpected!
• that!depart!from!the!usual!way!of!doing!business!!
• by!using!opportunities!independent!from!the!resources!they!currently!control!
!
De! Jong! &! Wennekers! (2008)! present! a! conceptual! model! regarding! intrapreneurship.!
Central! in!this!model! is!the!concept!of! intrapreneurial!behavior,!developed!in!analogy!with!
the! existing! concept! of! innovative! work! behavior! (IWB,! De! Jong,! 2007;! De! Jong! &! Den!
Hartog,!2010).!Within!this!concept!they!distinguish!between!four!stages!of!intrapreneurship:!
vision!and! imagination! (like!networking!behavior,!out!of! the!box!thinking!and!recombining!
information),! preparation! (taking! charge,! championing,! willful! behavior! sometimes!
bordering!at!disobedience,!imagining!problems!and!their!solutions!and!overcoming!barriers!
and! finding! a! way),! ! emerging! exploitation! (perseverance,! getting! the! job! done)! and!
preparation!and!exploitation! (risk!of! failure,! loss!of! status,! damage! to! career,! loss!of! job).!
Related! to! these! stages! they! also! distinguish! intrapreneurship! activities.! As! consequences!
they! distinguish! individual! performance! and! innovative! output! and! as! antecedents:!
individual)level! antecedents! (pro)active! personality,! cognitive! ability! and! work! autonomy)!
and! firm)level! antecedents! (intrapreneurial! climate,! management! support! and! resource!
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availability).!Compared!to!the!CE!models,!this!model!offers!a!more!in!depth!understanding!of!
the! intrapreneurial! role! of! individual! employees,! though! the! social! element! of! SI! is! still!
missing.!Therefore!we!now!look!at!the!concept!of!social!entrepreneurship.!
2.3+Social+entrepreneurship+
The! concept! of! social! entrepreneurship! seems! to! be! first! used! in! the! 1960’s! and! 1970’s.!!
Brock,! Steiner! &! Kim! (2008)! come! up! with! an! overview! of! twelve! different! definitions!
regarding!social!entrepreneurship.!The!main!variation!is!that!these!definitions!vary!from!the!
`social! innovation’!to!the! ‘social!enterprise’!approaches!(Dees!&!Anderson,!2006;!Cukier!et!
al,! 2011).! The! first! approach! stands! for! a! broad! social! entrepreneurship! that! embraces! a!
wide! range! of! activities! and! organizations.! The! main! common! denominator! is! that! these!
studies!acknowledge!the!impact!of!societal!values!–!including!the!debate!around!corporate!
social!responsibility!and!sustainable!development!–!on!the!innovation!agenda!of!companies!
(Fisscher,! Nijhof,! Laan! and! Schreuder,! 2001;! Fisscher,! Frenkel,! Lurie,! Nijhof,! 2005).! An!
example!of!this!is!the!definition!of!Austin!et!al.!(2006)!who!portray!social!entrepreneurship!
as!an!innovative,!social,!value)creating!activity!that!can!occur!within!or!across!the!non)profit,!
business,!and!public!sectors.!The!second!approach!is!much!narrower.!An!example!of!this!is!
Martin!&!Osberg!(2007)!who!insist!that!the!field!must!be!restricted!to!exclude!social!service!
provisions!or!social!activism!in!order!to!gain!respect!among!“serious!thinkers.”!They!tend!to!
focus!on!a!narrower!notion!of!social!enterprise,! in!which!profit! is!earned!to!advance!social!
objectives,! whether! by! for)profit,! non)profit! or! public/private! partnership! (Cukier! et! al,!
2011).! Recently! Mohammed! Yunus! (2010)! )! Nobel! peace! prize! laureate! and! initiator! of!
Grameen! Bank! )! took! this! line! of! thinking! further! by! introducing! the! concept! of! ‘social!
business’.!A!social!business!is!defined!as!“a!self)sufficient!company!with!a!social!mission!that!
invests!any!profit!in!expanding!the!achievements!for!that!mission”.!The!main!difference!with!
other! forms! of! social! entrepreneurship! is! that! Yunus! states! that! investors! in! real! social!
business!should!never!get!a!higher!return!then!their!original!investment.!
!
However,!in!most!of!these!definitions!the!same!elements!can!be!found:!!
• social!entrepreneurs!are!people!with!vision!and/or!passion,!that!are!ambitious!but!also!
realistic!and!that!are!persistent!in!realizing!their!‘dream’!
• they!recognize!a!social!problem!and!want!to!solve!it!!
• who!use!entrepreneurial!methods!to!organize,!create!and!manage!a!venture!
• to!achieve!social!change!!
• who!deal!independently!with!mistakes!and!failures,!profit!and!losses!
• who!measure!performance!primarily!in!terms!of!the!realization!of!societal!goals!
• who!are!most!commonly!active!in!the!not)for)profit!sector!
So!these!elements!should!also!be!incorporated!in!our!concept!and!model!regarding!SI!
2.4+Social+intrapreneurship+
Meyerson!&! Scully! (1995),!Meyerson! (2001)! and!Meyerson! (2004)! seem! to!be! among! the!
first!who!wrote!about!‘Tempered!radicalism!and!the!politics!of!ambivalence!and!change’!and!
‘Tempered!radical:!how!people!use!difference!to!inspire!change!at!work’.!However,!the!term!
SI!seems!to!be!coined!in!a!report!by!SustainAbility!(2008).!Grayson!et!al!(2011,!see!section!1)!
build!on!the!report!of!SustainAbility!and!give!the!following!elements!for!a!definition!of!social!
intrapreneurship:!
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• individuals!within!large!organizations!!
• who!go!against!the!grain!and!challenge!their!employers!
• who!take!direct!initiative!for!innovations!
• address!social!or!environmental!challenges!
• profitably!for!the!organization!(and!perhaps!also!themselves)!
• who!can!leverage!existing!infrastructures!and!organizational!capabilities!
• to!deliver!social!value!on!large!scale!
!
The!concept!of!SI! is!on!the!one!hand!derived!from!the!concept!of! intrapreneurship!and!on!
the! other! of! the! concept! of! social! entrepreneurship.! Therefore,! we! present! in! table! 1! a!
comparison! of! the! three! concepts.! The! table! shows! the! overlap! of! the! concept! SI! with!
concept!of!intrapreneurship!on!the!points!of!the!position!within!an!existing!organization,!the!
aim! to! contribute! to! the! organization! –! be! it! the! primary! goal! for! intrapreneurs! and! the!
positive! side)effect! for! social! intrapreneurs! –! and! the!measurement! of! effects! in! terms!of!
these!(partly)!organizational!goals!and!with!the!social!entrepreneurship!concept!on!the!point!
of! the! orientation! to! social! problems,! the! wish! to! realize! social! change! to! solve! these!
problems! and! the!measurement! of! results! in! terms! of! the! realization! of! these! goals.! The!
overview! also! clarifies! that! social! intrapreneurs,!more! than! intrapreneurs,! operate! on! the!
boundaries! of! their! organizations.! This! can! raise! questions! about! their! commitment! and!
gives! them! –! compared! to! ‘normal’! intrapreneurs! )! an! extra! special! position.! Another!
conclusion! is! that! social! intrapreneurs! can! operate! in! all! sectors,! while! intrapreneurs! are!
most!active!in!the!profit!sector.!
! !
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+ Intrapreneurship+ Social+Intrapreneurship+ Social+Entrepreneurship+
Type!of!people! visionary!and!ambitious!
employees!from!below!
in!the!organization,!who!
are!able!to!inspire!
others+
visionary!and!ambitious!
employees!from!below!
in!the!organization,!who!
are!able!to!go!against!
the!grain+
visionary,!ambitious,!
realist!and!persistent!!
individuals+
Focus!of!the!
innovation!
who!recognize!new!
economic!and/or!
technological!
opportunities!for!their!
organization+
who!recognize!a!social!
problem!and!want!to!
solve!it!with!the!help!of!
their!organization+
who!recognize!a!social!
problem!and!want!to!
solve!it!within!the!context!
of!an!own!business+
Methods!used! who!use!un)common!
methods!within!the!
context!of!the!
organization+
who!use!un)common!
and!game)changing!
methods!within!the!
context!of!the!
organization+
who!use!entrepreneurial!
methods!to!organize,!
create!and!manage!a!
venture+
Primary!
motivation!
to!achieve!
organizational!
advantage!(though!this!
does!not!preclude!
societal!goals)+
to!achieve!social!change!
(though!this!does!not!
preclude!making!a!
profit)+
to!achieve!social!change!
(though!this!does!not!
preclude!making!a!profit)+
Background!of!
innovation!
who!deal!with!mistakes!
and!failures!in!the!
context!of!the!
organization+
who!deal!with!mistakes,!
social!challenges!and!
responsibilities!in!the!
context!of!the!
organization+
who!deal!independently!
with!mistakes!and!
failures,!profit!and!losses+
Performance!
measure!
who!measure!
performance!in!terms!of!
realization!of!their!
project!
who!measure!
performance!in!terms!of!
realization!of!a!specific!
societal!goal!
who!measure!
performance!in!terms!of!
realization!of!a!specific!
societal!goal!
Sector! who!are!most!
commonly!associated!
with!the!profit!sector+
who!are!associated!with!
all!sectors!(profit,!not)
for)profit!and!public)+
who!are!most!commonly!
associated!with!the!not)
for)profit!sector+
!
Table!1:!
Comparison!characteristics!intrapreneur,!social!intrapreneur!and!social!entrepreneur!
!
3.+Theoretical+underpinning+of+social+Intrapreneurship+
3.1+Link+with+Innovative+Work+Behavior+
De!Jong!&!Wennekers!(2008)!build!their!concept!of! intrapreneurial!behavior!mainly!on!the!
concept!of! innovative!work!behavior! (IWB).! They!use! the!definition!of! IWB!by! Far!&! Ford!
(1990)!“an!individual’s!behavior!directed!towards!the!initiation!and!intentional!introduction!
(within!a!work!role,!group!or!organization)!of!new!and!useful!ideas,!processes,!products!or!
procedures”.!IWB!differs!from!employee!creativity!–!the!production!of!new!and!useful!ideas,!
processes! and! procedures! –! because! it! also! includes! the! implementation! of! ideas.! Unlike!
creativity,!IWB!is!explicitly!intended!to!provide!some!kind!of!benefit!(De!Jong!&!Den!Hartog,!
2010).! We! think! that! IWB! can! be! a! good! starting! point! for! theorizing! about! (social)!
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intrapreneurship.!However,!we!also! think! that! intrapreneurship!needs!more! than! IWB!and!
that! social! intrapreneurship! needs! more! than! intrapreneurship.! Intrapreneurship! differs!
from! IWB!because! it!also! includes! taking!action!and!use!un)common!methods.!This!places!
employees! in! a! rather! isolated! position! in! a! firm,! as! we! have! seen! in! our! research! on!
exempts!(Nijhof!et!al,!2002).!!
3.2+The+constituting+factors+in+Self+Determination+Theory+
This!is!even!more!the!case!with!social!intrapreneurs!as!they!have!to!go!‘against!the!grain!and!
challenge! their! employers’.! Still! some! employees! choose! to! develop! themselves! as! social!
intrapreneurs.!Why?!Not!because!they!are!asked!to!or!because!they!get!a!big!reward!for!it.!
Social!intrapreneurs!choose!this!path!because!they!are!intrinsically!motivated!to!do!so.!And!
for!intrinsic!motivation!it!is!especially!Self!Determination!Theory!(SDT)!that!explains!the!main!
drivers!behind!this!type!of!motivation.!Founders!of!SDT!are!Edward!L.!Deci!and!Richard!M.!
Ryan.!SDT!has!its!origins!in!experiments!on!intrinsic!and!extrinsic!motives!that!started!in!the!
1970s.! Intrinsic! motivation! refers! to! initiating! an! activity! for! its! own! sake! because! it! is!
interesting!and!satisfying!in!itself,!as!opposed!to!doing!an!activity!to!obtain!an!external!goal!
(extrinsic!motivation).!SDT!recognizes!that!the!success!of!the!achievement!of!the!objective!is!
to! a! large! extent! determined! by! the! extent! to! which! people! are! able! to! take! their! basic!
psychological!need!into!account!(Deci!en!Ryan,!2000).!SDT!builds!upon!the!fundamental!view!
of!humanity!that!people!are!social!creatures!that!are!proactive!and!might!be!involved!or,!in!
contrast,!passive!and!distant!largely!due!to!the!social!conditions!in!which!they!develop!and!
function.! SDT! assumes! that! motivation! can! be! understood! on! a! continuum! ranging! from!
amotivation,! via! extrinsic! motivations! to! intrinsic! motivation! (Gagné! and! Deci,! 2005).!!
Therefore!SDT!assumes!mankind!consists!of!curious,!vital!and!self)motivating!people.!But!–!
and!this!is!where!SDT!has!its!main!contribution!–!the!social!environment!has!an!effect!on!the!
psychological!needs!constituting! intrinsic!motivation.!These! three!key! factors!are!Need! for!
Competence,! Need! for! Autonomy! and! Need! for! Relatedness.! These! are! the! three!
determining!factors!how!intrinsic!motivation!can!be!achieved.!In!addition,!using!this!model!
shows! that! people! who! are! inherently! motivated! perform! better! than! others,! especially!
when!it!comes!to!creativity!and!dedication!to!achieve!results!(Hennesey,!2000).!Or!as!Ryan!
and!Deci!describe!it!"Inductively,!using!the!empirical!process,!we!have!identified!three!such!
needs!–! the!need! for!competence,!autonomy!and!relatedness)! that!appear! to!be!essential!
for!facilitating!optimal!functioning!of!the!natural!propensities!for!growth!and!integration,!as!
well!for!constructive!social!development!and!personal!well)being"!(Deci!and!Ryan,!2000,!p.!
230).!Recently!SDT!receives!a!lot!of!attention!by!the!best)selling!book!of!Dan!Pink!(2010).!In!
his! book! he! builds! upon! the! ideas! of! SDT,! but! changes! the! labels! a! bit.! Instead! of!
Competence,!Autonomy!and!Relatedness,!he!writes!about!Mastery,!Autonomy!and!Purpose.!
These!labels!fit!even!better!for!our!research!on!Social!Intrapreneurship!because!Purpose!is!a!
joint! characteristic! for! all! social! intrapreneurs.! Let’s! have! a! closer! look! at! these!
characteristics.!!
!
Mastery!–!or!competence!)!focuses!on!the!skills,!knowledge!and!capability!to!execute!your!
affairs.!In!other!words,!it!is!about!becoming!better!at!something.!It!relates!to!the!concept!of!
flow! meaning! that! people! have! “optimal! experiences! when! the! challenges! we! face! are!
matched! to! our! abilities”! (Pink,! 2010).!Mastery! is! a! learning!mindset! and! it! can! never! be!
completely!attained.!!
!
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The!second!factor!is!autonomy.!This!factor!indicates!to!what!extent!people!have!a!full!sense!
of!choice!and!volition!over!their!behavior.!A!sense!of!autonomy! is!stimulated!by!providing!
people!autonomy!over!task!(what!they!do),!time!(when!they!do!it),!team!(with!whom!they!
do! it),! and! technique! (how! they! do! it).! Results)oriented! work! environments! encourage!
autonomy.! This! also!means! that! autonomy! is! undermined!when! strict!monitoring,! control!
and!reward!is!introduced.!Because!what!happens!if!you!start!rewarding!people!for!tasks!they!
already!enjoy!doing?!People!create!the!perception!that!they!are!performing!the!behavior!for!
the! reward.! The! overall! effect! is! a! shift! in! motivation! to! extrinsic! factors! and! the!
undermining! of! pre)existing! intrinsic!motivation.! This! is! called! the! over)justification! effect!
(SDT)!or!the!crowding!out!effect!(economic!theory).!This!effect!has!an!important!implication!
for!the!concept!of!social!intrapreneurship!as!we!will!explain!later!on.!!
!
Purpose! –! or! relatedness! )! is! the! final! factor! that! is! deemed! necessary! to! be! present! to!
achieve! intrinsic!motivation.! This! factor! is! based! on! a! certain! degree! of! involvement! that!
individuals! search! for! a! connection! to! a! larger! whole! (as! well! as! organizations).! This!
relatedness!gives!people!a!certain!feeling!of!security.!It!is!about!a!“cause!greater!and!more!
enduring”,! emphasizing! more! than! self)interest.! The! purpose! factor! is! very! important! to!
differentiate! between! intrapreneurs! and! social! intrapreneurs.! As! we! have! seen! in! our!
research!on!exempts!(Nijhof!et!al,!2002),!all! intrapreneurs!feel!a!dedication!to!realize!their!
innovation.!However!for!social!intrapreneurs!this!dedication!is!linked!to!a!greater!cause!like!
‘making! the!world!a!better!place’,! possibly!having!an!even! stronger!effect!on! the! intrinsic!
motivation!of!these!intrapreneurs.!
!
SDT!has!a! lot!to!offer!for!understanding!the!emergence!of!social! intrapreneurs! in!common!
business!organizations.!SI!can!arise! in!every!organization!as! long!as!there!are!employees!–!
can!be!at! the! top! level!but!also!at! the!bottom! level!of!an!organization!–! that!have!a!clear!
purpose,! feel! competent! to! do! something! about! it! and! get! the! freedom! to! work! on! it!
autonomously.! Instead!of!going! to!work! to!earn!a! salary,! social! intrapreneurs!are! typically!
employees!that! initiate!an!activity!for! its!own!sake;!because! it! is! interesting,!satisfying!and!
rewarding!in!itself.!This!also!explains!why!the!concept!of!social!intrapreneurship!has!a!strong!
link!with!intrinsic!motivation!(Grayson,!2010).!!
Furthermore! SDT! generates! important! starting! points! for! how! to! manage! social!
intrapreneurs.!The!basic!guideline!is:!Don’t!manage!too!much.!Or!as!Pink!(2010)!describes!it:!
“Provide!a!sense!of!urgency!and!significance!and!then!get!out!of!the!talent’s!way”.!It!is!also!
important! that! employees! can!work! on! it,! because! it! is! rewarding! in! itself.! As! soon! as! an!
organization! initiates! tasks!or! rewards,! it!may!undermine! the! intrinsic!motivation!of! social!
intrapreneurs! (the! crowding! out! effect).! According! to! SDT! instead! of! taking! over,!
management!should!stimulate!the!three!factors!that!underpin!intrinsic!motivation.!This!can!
be! done! in!many! different!ways.! For! example! a! pharmaceutical! company! can! stimulate! a!
sense!of!purpose!by!organizing!events!were!employees!can!relate!to!the!problems!caused!by!
certain!diseases.!Or!a!bank!can!organize!a!study!trip!to!a!developing!country!increasing!the!
visibility!how!micro)credits!can!change!the!life!of!small!entrepreneurs.!Competence!can!be!
stimulated! by! organizing! skill! training! session! on! project!management! or! by! sharing! good!
practices.! And! autonomy! can! be! stimulated! by! stressing! continuously! that! management!
hopes!for!bright!ideas!and!individuals!who!step!forward!to!implement!their!idea.!
Based!on!their!empirical!research!Grayson!(2010)!found!that!social!intrapreneurship!results!
both!in!outcomes!on!the!individual!level!–!commitment!and!innovative!behavior!–!as!well!as!
!118!
outcomes!on!the!organizational!level!–!sustainability,!talent,!innovation!and!reputation.!SDT!
especially! provides! an! underpinning! for! the! innovative! behavior.!Many! experiments! have!
shown!that!higher!levels!of!intrinsic!motivation!correlate!with!higher!levels!of!organizational!
citizenship!behavior!(Ryan!and!Deci,!2000).!Social!intrapreneurship!can!be!seen!as!a!subset!
of!organizational!citizenship!behavior!because!it! is!also!an!activity!of!employees!that!is!not!
part! of! their! regular! job!–!of!what! they! are! required! to!do!based!on! their! job!description!
(Fisscher,!Nijhof,!Steensma,!2003).!Therefore!SDT!provides!the!theoretical!foundation!for!the!
empirically! observed! commitment! and! creative! and! innovative! behavior! in! the! study! of!
Grayson.!!
3.3+Towards+a+preliminary+conceptual+model+
To!our!knowledge!no!conceptual!model!regarding!social! intrapreneurship!exists.!Therefore!
we!try! to!develop!such!a!model.! In! line!with!the!earlier!models!of!CE! (Zahra! (Zahra,!1991;!
Holt!et!al,!2007)!and!Intrapreneurship!(De!Jong!&!Wennekers,!2008)!and!the!insights!of!the!
SDT!we!come!to!the!following!parts!of!our!model:!
• The! core! of! the! model! is! social! entrepreneurial! behavior.! As! main! elements! in! this!
behavior! we! see:! social! orientation,! vision,! imagination,! tempered! radicalism! and!
perseverance.!!
• As! consequences! we! see! organizational! consequences! like! STIR! (sustainability,! talent,!
innovation! and! reputation),! employee! consequences! like! pride,! satisfaction,!
commitment!and!drive!and!societal! consequences! like! the! impact!on!stakeholders!and!
the!view!in!society!on!the!legitimacy!of!business.!
• As! antecedent! we! see! individual! level! antecedents! like! social! sensibility,! proactive!
personality,! competence/mastery,! work! autonomy! and! purpose;! organization! level!
antecedents! like:! social! intrapreneurial! climate,! resource! availability,! management!
support!and!limited!control!–!or!Managerial!autonomy!support!as!it!is!labeled!by!Gagné!
and! Deci! (2005)! and! society! level! antecedents! like:! social! intrapreneurial! climate,!
resource!availability!and!societal!support.!
! !
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Figure!1:!
Preliminary!conceptual!model!SI!
4.+Illustration+of+the+conceptual+model+based+on+practical+examples+
4.1.+Social+Intrapreneurship+at+Transavia+
One! example! of! social! intrapreneurship! is! the! Peter! Pan! Initiative! that! originated! within!
Transavia.!Transavia!is!a!Dutch!airline!company!that!is!now!part!of!KLM!–!Air!France.!About!
15! years! ago! Transavia! initiated! a! program! to! trigger! projects! around! the!mission! of! the!
organization:!Transavia,! that’s!what!makes!you!happy.! In! this!program!a!general!direction!
was!communicated!with!a! lot!of! free! space! for! the!groups!of!employees! to!come!up!with!
ideas.! In!one!of! these!sessions!Wilko!van!Elk!–!a!purser!at!Transavia!with!a!background! in!
physical!therapy!–!proposed!the!idea!that!became!the!Peter!Pan!Initiative.!As!a!volunteer!he!
contributed! as! a! physical! therapist! to! a! project! of! the!Red!Cross! focusing! in! children!with!
disabilities.!He!noticed!that!many!of!them!spend!a!lot!of!time!in!the!medical!world!and!had!
few! opportunities! to! meet! companions! that! are! in! the! same! position.! That’s! why! he!
proposed!to!build!upon!the!project!at!the!Red!Cross!and!adapt!it!to!the!core!competences!of!
Transavia:! organize! holidays! for! groups! of! youngsters! with! the! same! disease! to! share!
experiences! in!a!setting!that!takes!them!out!of! their!medically!dominated!world.!This! idea!
generated!very!positive!feedback!from!the!other!employees!in!the!group.!One!of!them!was!
Yvonne!Remmits!and!with!the!help!of!many!other!employees!they!organized!the!first!Peter!
Pan!holiday!in!1997!with!a!group!of!cancer!patients.!They!also!made!a!video!of!each!holiday!
that! was! given! afterwards! to! all! participating! children.! Both! Wilko! van! Elk! and! Yvonne!
Remmits!are!still!working!for!Transavia!and!are!still!involved!in!the!Peter!Pan!Initiative!that!is!
turned!now! into! the!Peter!Pan!Holiday!Club!Foundation.!This! case!description! is!based!on!
interviews!with!both!Yvonne!Remmits!and!Wilko!van!Elk.!
Individual!level!antecedents:!
)!social!sensibility!
)!proactive!personality!
)!competence/mastery!
)!work!autonomy!
)!purpose!
!
Social!
intrapreneurial!!
behavior!
)!social!orientation!
)!vision!
)!imagination!
)!tempered!
radicalism!
)!perseverance!
Organization)level!
antecedents:!
)!social!intrapreneurial!climate!
)!resource!availability!
)!management!support!
)!Limited!control!
Employee!
outcomes:!
)!pride!
)!satisfaction!
)!commitment!
)!drive!
!
Society)level!antecedents:!
)!social!intrapreneurial!climate!
)!resource!availability!
)!societal!support!
!
!
Organizational!
outcomes:!
)!sustainability!
)!talent!
)!innovation!
)!reputation!
Societal!outcomes:!
)!Impact!on!
stakeholders!
)!Legitimacy!of!
business!
!
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!
The!website1!of! the!Peter! Pan!Holiday!Club!mentions:! “Our! foundation!was! established! in!
1996,!more)or)less!out!of!the!blue!when!a!transavia)purser!came!up!with!the!idea!to!use!our!
knowledge! and! contacts! in! the!travel!industry! to!organize! an! all)inclusive,! fully! facilitated!
and! sponsored! holiday! for! a! group! of! young! people! suffering! from! an! illness! or! physical!
disability”.! So! it! is! recognized! on! the! corporate!website! that! this! initiative! did! not! follow!
from!a!strategic!plan.!It!was!a!bottom!up!initiative,!tolerated!by!management.!The!resources!
for!the!holidays!came!from!various!sponsors,!like!employees!of!Transavia!and!medical!staff!
who!did!this!in!their!free!time,!providing!empty!seats!by!Transavia!and!allocating!free!rooms!
by!participating!hotels!and!tour!operators.!Only!later!on!it!was!recognized!by!management!
that!this!initiative!had!also!positive!effects!for!the!organization,!like!an!improved!reputation,!
strengthened!loyalty!of!employees!and!better!relationships!with!tour!operator!partners!like!
TUI!and!the!Thomas!Cook!Group!that!became!involved!in!the!Peter!Pan!Initiative.!
!
When! we! look! at! this! initiative! through! the! lens! of! the! conceptual! model! there! are!
interesting!topics!for!each!of!the!variables:!
!
Social!Intrapreneurial!Behavior!
• The! case! shows! clearly! the! relevance! of! a! social! orientation,! imagination! and!
perseverance.!It!is!about!a!group!of!employees!transforming!the!business!of!Transavia!to!
contribute!to!a!social!goal.!
• This!initiative!was!described!in!a!document!of!2!pages!that!was!written!in!one!night.!!
• It!is!in!line!with!the!vision!of!the!organization:!Transavia,!that’s!what!makes!you!happy.!!
!
Individual!Level!Antecedents!
• The!initiators!showed!a!proactive!personality!because!nobody!asked!them!to!do!this!
• Even! stronger,! it! was! important! for! them! to! do! this! without! budget! from! Transavia!
strengthening!their!sense!of!autonomy!
• And!the!fact!that!one!of!the!initiators!was!involved!in!a!related!activity!at!the!Red!Cross!
probably!triggered!a!sense!of!mastery!(we!can!do!this!together).!
• And! the!purpose!motive! is! illustrated!because! all! people! involved!dedicated! their! free!
time.!
+
Organization)level!Antecedents!
• The! idea!was! launched!during!a!brainstorm!session!that!was!part!of!a!corporate! image!
program.!Wilko!van!Elk!worked!already!for!many!years!for!Transavia!and!might!have!had!
this!idea!before.!But!it!got!momentum!when!it!was!discussed!with!colleagues!during!this!
brainstorm!session.!
• For! each! holiday! about! 45! seats! are! needed! for! the! children,! medical! staff! and!
facilitators.!These!seats!were!provided!by!Transavia!for!free.!!
• Transavia! was! willing! to! give! financial! support! in! case! it! didn’t! work! out! with! the!
sponsors.! In! hindsight! it! proved! that! it!was! never! necessary! to! get! additional! financial!
support!because!of!the!altruistic!contributions!of!many!people!involved.!
• The!abstention!of!control! is! illustrated!due!to!the! lack!of!monitoring.!Also! in!employee!
surveys!Transavia!never!asked!about!the!Peter!Pan!Initiative.!The!perception!that!it!also!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!http://www.peterpanvakantieclub.nl/english!
! 121!
contributes!to!organizational!results!depends!entirely!on!the!enthusiastic!reactions!and!
anecdotes!told!by!the!participating!employees.!
+
Society)level!Antecedents!
• Sponsorship!and!support!from!tour!operators,!hotels!and!medical!staff!
• The! holidays! are! planned! in! the! down! season!where! there! are! normally!many! empty!
seats!on! flights!and! resorts!have!many!empty! rooms!available.!Therefore! the! initiative!
creates!added!value!with!resources!that!were!otherwise!not!used.!
• Societal!trust!is!crucial!to!launch!an!initiative!like!Peter!Pan!because!parents!had!to!trust!
their!child!to!the!care!of!a!yet!unknown!organization1.!+
+
Employee!Outcomes!
• In! the! interviews! it!clearly!showed!that!the!people! involved!felt!proud!about!this!work!
and!speak!about!it!with!a!sense!of!fulfillment.!For!example!the!initiators!met!one!of!the!
participants!of!the!first!Peter!Pan!flight!again!after!many!years.!He!survived!the!cancer!
and!his!wife!told!that!he!watched!the!video!about!his!Peter!Pan!holiday!still!every!year.!!!
• It! is!hard!to!say!whether!there!is!a!causal!relations!but!the!fact!that!both!initiators!still!
work!for!Transavia!could!be!a!clear!sign!of!increased!commitment!to!the!organization.!
+
Organizational!Outcomes!
• For!every!holiday!there!are!many!more!volunteers!than!actually!needed.!This!shows!that!
a! large! group! of! the! employees! know! about! this! initiative! and! want! to! be! involved!
themselves.!
• It!also!has!an!effect!on!the!reputation,!although!it!is!agreed!that!Transavia!shouldn’t!use!
this!for!marketing!purposes.!It!is!not!about!showing!off,!but!about!the!intrinsic!value!of!
doing!this.!
• Therefore!the!initiative!has!a!positive!effect!on!the!image!of!Transavia!for!especially!the!
internal!stakeholders!like!employees,!tour!operators!and!hotel!chains.!
+
Societal!Outcomes!
• The! holidays! have! first! of! all! an! impact! on! the! lives! of! the! children.! For! them! it! is! an!
opportunity!to!enjoy!a!holiday!and!share!the!experience!with!others!who!suffer!from!the!
same!disease!or!disability.!
• In! times! where! the! legitimacy! of! business! is! challenged! due! to! many! scandals,! these!
kinds! of! initiatives! shed! a! different! light! on! the! relationship! between! business! and!
society.!
4.2.+TNO’s+Innovation+for+Development+(I4D)+
TNO,! founded!by! law! in!1932,! is! a! large! institute! for!applied! research! in!The!Netherlands.!
Approximately!4300!employees!are!working!mainly! in! The!Netherlands! (with! some!offices!
abroad).!They!work!within!three!expertise!centers!Technical!Sciences,!Earth,!Environmental!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Coincidently!there!is!another!example!named!after!Peter!Pan!that!illustrates!the!importance!of!trust.!At!the!time!of!the!
revolution!in!Cuba!many!families!with!properties!wanted!to!stay!in!Cuba!to!watch!over!their!belongings,!but!didn’t!want!to!
put!their!children!in!the!risky!circumstances.!That’s!why!they!organised!flights!to!send!their!children!to!the!US!and!trusted!
them!to!the!care!of!relatives,!the!church!or!some!other!entity!they!trusted!more!than!what!was!happening!in!Cuba.!They!
named!these!flights!the!‘Peter!Pan!flights’!because!in!the!fairy!tale!Peter!Pan!took!the!children!by!flight!to!the!promising!
never!never!land.!!
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&!Life!Sciences!and!Behavioral!&!Societal!Sciences!on!seven!themes:!Healthy! living,!Safety!
and! Defense,! Mobility,! Industrial! Innovation,! Information! Society,! Built! Environment! and!
Energy.!
!
Inspired! by! a! sense! of! social! responsibility,! in! 2006! TNO! launched! a! corporate! program!
entitled!TNO!Development!Cooperation,!now!called!Innovation!for!Development!(I4D).!TNO!
wants!to!share!their!innovative!knowledge!and!experience!in!order!to!improve!well)being!in!
developing!countries.!TNO! is!committed!to!making! its!own!contribution!to!the!Millennium!
Development! Goals! with! the! aim! of! reducing! poverty,! combating! illness! and! eradicating!
starvation.!Each!year!TNO!strives!to!get!ten!projects!up!and!running.!These!projects!involve!
themes! in! which! TNO! has! practical! knowledge! and! which! can! be! used! in! developing!
countries:!water,!health,!food,!energy!&!environment,!ICT,!work,!product!&!production!and!
safety.!The!projects!are!led!and!carried!out!by!TNO!people!who!make!up!what!is!known!as!a!
Flying! Innovation!Team.!TNO! invests!almost!1!million!Euro!per!year! to!make! this!possible,!
however! as! a! spin)off! TNO! expects! these! activities! to! be! a! source! of! inspiration! for! the!
development!of!new,!innovative!knowledge.!!
!
In!2006,!one!of!the!first!participants!within!the!program!is!Mrs.!Miedema,!now!the!program!
manager! of! Innovation! for!Development.! She!was! and! still! is! enthusiastic! by! the! fact! that!
individual!researchers!can!apply!for!projects!within!their!own!field!and!try!to!link!that!within!
the!needs!of!developing!countries.!They!have!to!be!social!intrapreneurs:!they!have!to!think!
about! opportunities,! to! develop! a! project,! to! submit! it! to! the! program! board,! and,! after!
approval,!to!carry!out!the!project!somewhere!in!India!or!Africa.!The!program!serves!as!a!key!
factor!for!many!employees!to!stay!intrinsically!motivated!at!the!institute!and!to!be!proud!of!
it.!In!addition,!the!effects!of!having!such!projects!in!developing!countries!have!an!impact!on!
other!team!members!as!well.!They!are!able!to!see!the!impact!of!their!knowledge!for!people!
in!these!countries.!For!instance,!one!of!the!TNO!knowledge!areas!is!ergonomics;!one!of!the!
projects!of!Program!for!Development!has!been! the!development!of! smart!hand! tools! (like!
the! hoe)! for! small)scale! farmers! in!Ghana.! Together!with! farmers! and! local! scientists,! the!
TNO!researchers!developed!new!ergonomic)friendly!equipment!that!improved!the!quality!of!
work!life!for!many!people.!
!
The!program!has!been!advanced!in!the!last!five!years.!In!2010,!TNO’s!I4D!Program!was!one!
of! the! launching! partners! of! the! BoP! Innovation! Center.! BoP! stands! for! the! Base! of! the!
Pyramid:!the!four!billion!people!that!have!to!live!from!less!than!2!$!per!day.!The!goal!of!the!
BoP! Innovation!Center! is! to!become!the!Dutch!Centre!of!Excellence!for!market)based!pro)
poor!innovation!strategies.!BoP!Inc.!will!achieve!this!by!building!a!core!team!of!experts!who!
will!function!as!intermediaries!between!managers!and!entrepreneurs!on!the!one!hand!and!
the!expert!network!provided!by!our!strategic!partners!on!the!other.!BoP!Inc.! is!based!on!a!
strategic! partnership! between! several! universities! and! other! expertise! centers.! So,! the!
impact!of!the! initial!project!has!been!great,! for!the!organization,!the!employees!as!well!as!
society.!
!!
In!terms!of!the!conceptual!model!we!observe!some!interesting!topics!for!the!variables.!
!
! !
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Social!Intrapreneurial!Behavior!
• The! case! shows! clearly! the! relevance! of! a! social! orientation,! imagination! and!
perseverance.! It! is! about! a! group! of! employees! who! want! to!make! a! difference! with!
TNO’s!expertise!in!the!developing!world.!They!wanted!to!transform!the!business!of!TNO!
to! contribute! to! a! social! goal.! The! original! group!members! had! the! social! orientation,!
however,! to!make! it! concrete,! they! had! to! use! their! imagination! to! create! something!
new.!!
• Although! the! initiative!was! in! line!with! the!vision!of!TNO,! they!had! to!overcome!some!
bureaucratic!obstacles,!so!they!showed!(tempered)!radicalism!and!perseverance.!!
!
Individual!Level!Antecedents!
• The!initiators!showed!–!like!many!other!TNO!employees!–!a!social!sensibility;!however!in!
addition,!they!were!also!proactive!because!nobody!asked!them!to!do!this!
• Like!other!TNO!people,!they!were!competent!and!autonomous!enough!to!do!this,!but!it!
was! the! combination!with! purpose! that!made! the! difference:! they! took! the! initiative,!
asked!for!some!budget!and!developed!the!project.!
• Other!engaged!TNO!workers!who!were!dedicated!to!make!the!developing!world!a!better!
world,! left! the!company! to!do! this!within!other!organisations,!however,!Mrs!Miedema!
and!others!stayed!to!make!a!difference!within!TNO.!
!
Organization)level!Antecedents!
• The!idea!was!developed!by!some!individuals!who!got!together!and!developed!a!proposal!
for! higher! management.! TNO! is! a! knowledge! institute! in! which! new! ideas! easily! are!
introduced!and!encouraged.!However,!the!real!challenge!is!to!get!money!for!good!ideas.!!
• TNO!was!willing!to!give!financial!support!because!it!was!really!in!line!with!the!mission!(to!
make!knowledge!work)!and!to!have!an!impact!on!society.!!
• We!cannot! say! that! there!was! limited! control.! In! TNO’s! environment! it! is! essential! for!
ideas!to!develop!that!they!are!proposed!in!a!way!that!fits!the!bureaucratic!procedures.!
The!strong!point!is!however!that!!a!proper!monitoring!system!is!in!place:!if!the!project!is!
within!the!strategy!and!the!first!results!are!promising,!then!new!steps!may!be!taken.!The!
rather! quick! uptake! of! the! initiative! and! the! alignment! with! other! partners! are! good!
examples!of!it.!
!
Society)level!Antecedents!
• Societal!support!was!right!from!the!start!in!place:!the!projects!were!developed!in!close!
cooperation!with! local! partners! in! India! and! Africa.! These! local! partners!were! already!
partners!of!the!big!(Dutch)!development!organisations.!!
• Also!the!follow)up!was!in!cooperation!with!other!partners:!the!program!I4D!was!one!of!
the!founding!partners!of!the!BoP!Innovation!Center.!
!
Employee!Outcomes!
• The!program!really!provides!the!participating!employees!pride,!engagement!and!drive.!
• In!addition,!the!program!was!also!for!other!employees!a!reason!to!be!proud!of:!TNO!is!
not! only! good! in! applying! knowledge! in! our! industrialised! society,! but! also! in! the!
developing!world.!!!
• It! is! hard! to! say! for! all! initiators,! however,! they! still! work! for! TNO!which! is! a! sign! of!
increased!commitment!to!the!organization,!at!least,!for!Miedema!it!is!the!single!reason.!
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Organizational!Outcomes!
• The!program!has!positive!effects!on!the!reputation;!TNO!is!viewed!as!a!reliable!partner!
for!specific!projects!in!these!countries.!!
• The! program! has! positive! effects! on! the! attractiveness! for! talent,! especially! internal!
employees!may!stay!at!TNO!just!because!of!the!!program.!!
!
Societal!Outcomes!
• The! impact! on! local! companies,! farmers! and! communities! is! difficult! to! assess! (like! all!
other! developing! projects),! but! the! belief! is! strong! that! knowledge! really! can!make! a!
difference!overseas.!
• TNO’s!participation!in!centers!like!BoP!Innovation!Center!contribute!to!the!legitimacy!of!
their!business!in!society.!
5.++Conclusions+and+recommendations+
Albert!Einstein!wrote!once!“The!significant!problems!we!face!cannot!be!solved!at!the!same!
level!of!thinking!we!used!when!we!created!them”.!This!statement!has!important!implications!
for!the!current!societal!and!ecological!problems!we!face.!Often!it!is!the!way!how!we!live!our!
lives! that! created! the! causes! behind! these! problems.! For! example! as! long! as! we! don’t!
include!the!immaterial!costs!for!society!–!the!so)called!externalities!–!in!the!business!models!
of! organizations,! there! is! from! an! economic! point! of! view! no! incentive! to! do! something!
about! them.!This! requires!a!different!way!of! thinking!and!social! intrapreneurs!can!provide!
this!within! an! organization.!Often! these! intrapreneurs! challenge! their! employers! by! going!
against!the!grain.!But!social!intrapreneurs!differentiate!themselves!from!people!working!in!a!
non)governmental! organization! because! they!work! from!within! the! organization! and! also!
understand! and! pay! attention! to! how! things! work! within! their! organization.! That! is! why!
social!intrapreneurs!are!defined!as!people!within!a!corporation!who!take!direct!initiative!for!
innovations!which!address!social!or!environmental!challenges!profitable.!!
!
In! the! conceptual!model! presented! in! this! article!we! showed! that! social! intrapreneurship!
requires!a!sense!of!purpose.!This!means!that!the!ambitions!of!social!intrapreneurs!are!based!
on!care!for!certain!issues!and!related!values!like!rights!for!animals,!the!beauty!of!nature!or!
alleviating!people!from!poverty.!However!people!care!with!different!hats,!whether!they!are!
behaving!as!consumer,!shareholder,!voter,!member!of!an!NGO!and/or!employee.!The!social!
intrapreneurship! concept! builds! on! this! last! role;! on! the! possibility! for! employees! to! take!
their!values!to!the!work!place!and!do!something!with!them.!If!employees!dare!to!do!so,!this!
results! in! behavior! that! is! based! on! intrinsic! motivation! and! results! in! high! levels! of!
engagement.! And! theory! suggests! that! when! people! are! engaged! this! results! in! more!
creativity,!more!commitment!and!more!drive!to!make!their!initiatives!a!success!(Hennesey,!
2000).!That’s!what!is!needed!to!make!companies!more!sustainable!and!create!step!by!step!a!
more!positive!impact!on!our!world.!
!
An!important!line!for!future!research!is!to!analyze!to!what!extent!social!intrapreneurs!can!be!
a! driving! force! for! internal! transformation.! The!background! for! this! research! is! that!many!
companies!are!currently!designed!as!profit)oriented!companies!while!many!employees!are!
looking! for! work! that! is! more!meaningful.! Social! intrapreneurs! cease! this! opportunity! by!
turning! their! ambition! towards! meaningful! work! into! actual! practice.! Depending! on! the!
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impact!of! these! initiatives,! their!visibility!and!the!number!of! initiatives,! this!might!have!an!
effect!on!the!overall!corporate!culture!and!strategy.!Therefore!it!would!be!a!promising!line!
of! research! to! see! if! and! under! what! conditions! social! intrapreneurs! can! trigger! internal!
transformation!of!companies!towards!higher!levels!of!sustainability!and!responsibility.!
!
This!article!did!not!only!clarify!how!social! intrapreneurship!can!be!an! important!driver! for!
creativity! and! innovation! within! established! companies;! it! also! proposes! a! model! for! the!
conditions! that! are! conducive! to! social! intrapreneurship! as! a! driver! for! sustainability)
oriented! innovations.! This! is! especially! important! if! managers! want! create! an! enabling!
environment! to! stimulate! social! intrapreneurship.! The! conceptual!model! proposes! several!
antecedents! that! should! be! taken! into! account,! but! these! need! further! operationalization!
and! testing! in! empirical! studies.! Especially! interviews! with! social! intrapreneurs! and!
longitudinal!studies!seem!to!be!apt!methodologies!for!this!line!of!research.!
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Abstract+
Purpose! –! The! once! SOE)dominated! China! has!witnessed! numerous! SMEs! in! the! past!
two! decades.! This! paper! aims! to! provide! the! Chinese! SMEs! with! a! cluster)like!
development! option! so! that! the! SMEs! can!better! compete! in! the! domestic! and!world!
market.!
Approach!–!The!competitive!advantages!of!cluster! firms!consist!of!cost!advantage!and!
technological!innovation!advantage.!Cost!advantage!is!the!basic!competitive!advantage!
of! cluster! firms,! and! innovation! advantage! is! the! long)term! competitive! advantage! of!
cluster!firms.!This!paper!links!these!two!advantages!in!a!framework!and!further!studies!
the!horizontal!and!the!vertical!level!of!cooperation!and!competition!behavior!among!the!
cluster!firms.!It!explores!the!cluster!innovation!mechanism!for!and!its!potential!external!
economic! and! non)economic! effects! on! the! Chinese! SMEs.! This! paper! distinguishes!
clearly!the!contents!of!cluster!innovation.!!
Findings! –! Cluster! firms! could! effectively! combine! SMEs’! innovation! vitality! with!
innovation!scale!economy,!and!cultivating!SMEs’!distinguished!innovation!capabilities.!In!
this!paper,!we!analyzed!the!cluster!innovation!mechanism!for!the!Chinese!SMEs!by!using!
the!firm!behavior!of!horizontal!and!vertical!cooperation!and!competition.!Taking!this!as!
the! basis,!we! explored! the! possible! external! effects! of! cluster! innovation.!On! the! one!
hand,! cluster! innovation! can! lower! innovation! cost! and! risk! by! promoting! information!
spread,! synergic! competitive! cooperation,! sharing! resources! and! facilities,! congregate!
the!talents!and!constructing!cluster!culture.!On!the!other!hand,!cluster!innovation!may!
bring! about! external! non)economical! effects,! like! innovation! laziness,! “lemon!market”!
and!technology!lockage,!etc..!
Research+ limitations/implication! –! This! research! uses! many! a! theoretical! work! of!
Western!scholars,!and!lacks!empirical!activities!in!China.!In!the!future!a!few!case!studies!
or!a!structured!questionnaire!to!the!Chinese!SMEs!are!desired.!
Originality/value! –!Cluster! innovation! is! recommended! to!be!a! feasible!option! for! the!
Chinese!SMEs!in!gaining!innovation!advantages!in!the!long!run.!
Keywords! cluster! firms,! technological! innovation,! small! and!medium)sized! enterprises!
(SMEs)!
Introduction++
Cluster!has!been!an!old!economic!phenomenon.!However,!the!renaissance!of!cluster!theory!
re)started!after!almost!a!century’s!silence!of!the!earliest!study!by!Marshall!in!1890!(Schmitz,!
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1995).! In! the! mid)1980s,! cluster! firms,! the! small! and! medium)sized! enterprises! (SMEs)!
clusters!in!particular,!showed!great!vitality!as!a!new!virtual!organizational!structure!of!firms!
in!the!economic!system!of!developed!countries.!Since!then!the!cluster!study!attracted!again!
the! academia’s! attention.! In! the! meantime,! research! on! innovation! system! has! already!
experienced! three! main! stages:! entrepreneurial! innovation! capabilities,! enterprise!
innovation! system!and!national! innovation! system,! and! is! now!entering! the! new! research!
field!of!regional!innovation!system.!
!
The!economic!activity!of!a!firm!is!generally!considered!as!a!process!of!allocating!resources!
rationally,!within! the! scope!of! time!and! space,! for! the!maximized!profit.! Cluster! firms! are!
characterized! as! the! virtually! inter)related! firms! in! a! specific! region.! In! the! structure! of!
clusters,! there! are! flows! of! material,! information,! capital! and! labor! among! the! firms,!
confluent!into!a!multi)layered!network.!Cluster!is!a!virtual!organizational!form!between!the!
market! and! the! enterprises.! It! integrates! various! factors! in! a! cooperative! way! for! the!
maximum!performance!of!the!region!as!a!whole.!!
!
The!cost!advantage! is!most!essential! for! the!clusters.!The!cooperative!activities!within! the!
clusters! can! largely! reduce! the! transaction! costs,! so! that! the! external! scale! economy! of!
cluster! firms! can!be! realized.!However,! if! the! cluster!has!only! cost!advantage,! it!may! stop!
developing! consequentially,! and! may! even! disappear! because! of! the! inconsistency! of!
technology.!Therefore,! the! sustainable!development!of! cluster! firms!needs! the!upgrade!of!
technological! innovation! capabilities,! which! basically! depends! on! the! construction! and!
perfection!of!cluster!innovation!mechanisms.!!
!
In!a!word,!the!competitive!advantage!of!clusters!consists!of!cost!advantage!and!innovation!
advantage.! The! cost! advantage! is! the! basic! competitive! advantage! of! clusters,! and! the!
innovation!advantage!is!the!long)term!competitive!advantage!of!clusters.!The!former!comes!
into! being!with! the! emergence! of! the! cluster,! and! the! latter! appears! along!with! the! non)
transactional!cooperation!among!the!firms.!This!is!illustrated!in!detail!in!Figure!1.!!
!
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Non-transactional coop. 
 
Reduce transaction cost 
Transactional coop. Cost advantage 
Innovation advantage 
 
Long-term comp. advantage 
 
!
!
Figure!1:!
Cost!advantage!and!innovation!advantage!of!cluster!firms!
!
This!paper!firstly!reviews!briefly!the!status!quo!of!cluster!innovation!both!in!the!West!and!in!
China,! and! then! states! the! horizontal! and! vertical! level! of! cooperation! and! competitive!
behavior! among! the! cluster! firms.! Based! on! that,! it! explores! the! cluster! innovation!
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mechanism!and! its! potential! external! economic! and!non)economic! effects! on! the!Chinese!
SMEs.! It! is! concluded! that! cluster! innovation! is! a! feasible! option! for! the! Chinese! SMEs! in!
gaining!innovation!advantage!in!the!long!run.!
Current+status+of+cluster+innovation+
Porter! (1998)! defines! that! clusters! are! the! geographic! concentrations! of! interconnected!
companies! and! institutions! in! a! particular! field.! Clusters! encompass! an! array! of! linked!
industries!and!other!entities!important!to!competition.!In!the!industrial!cluster,!the!relevant!
firms,!the!knowledge!organizations,!the!traders!on!the!production!chain!and!the!customers!
are! interconnected!to! form!an! innovation!network,!or!a!cluster! innovation!system.!Cluster!
innovation!is!an!innovation!process!based!on!the!technology!development!and!application!in!
a! specific! space,! aiming! to! form! cluster! advantage.! Cluster! firms! thus! benefit! from! their!
access!to!the!high! levels!of!productivity!and!responsiveness!of!other!specialized!firms,!and!
also!from!reduced!inventory!levels,!and!transportation!costs!(Khan!and!Ghani,!2004).!Unlike!
the! traditional! technological! innovation! system,! cluster! innovation! is! not! a! linear! process,!
but!a!highly!interdependent!system!constructed!by!different!organizations!and!departments!
in!a!specific!region.!
!
The! successful! emergence! of! innovative! clusters,! such! as! the! Silicon! Valley! in! the! United!
States,! Tsukuba! in! Japan,!M4!Corridor! in! the! United! Kingdom,! Sophia)Antipotis! in! France,!
Taedok!in!South!Korea,!and!Tsin)chu!in!Taiwan,!have!drawn!wide!attention!of!the!academia!
and!the!practitioners.!The!European!innovation!environment!school!representatives,!such!as!
Gersbach,!Schmutzler!and!Peter!Swann,!regard!a!mature!cluster!as!an!integrated!whole.!The!
Western!researchers!point!out!that!the!trigger!for!the!firms!to!form!clusters!is!technological!
innovation,! and! put! forward! a! new! theory:! innovation! milieu! (Aydalot,! 1986).! DeBresson!
(1999)! puts! forward! the! hypothesis! of! innovation! inter)dependence,! arguing! that!
networking/inter)firm! networking! has! been! a! requirement! for! innovation.! Feser! and!
Bergman!(2000)!sumarize!that!the!innovation!advantages!of!clusters!come!from!the!external!
economy,!the!innovation!milieu,!the!path!dependence!and!the!competitive!cooperation.!
!
The!relevant!research!in!China!started!a!few!years!ago.!Following!Shang!and!Zhu!(1999)!that!
innovation!drives! clusters,! and! innovation!network! is! the!effective!means! for! clusters.!Qiu!
(1999)!discusses!how! technological! innovation!diffuses! among!SME!clusters! as!well! as! the!
“cluster! effect”! of! technological! innovation,! and! analyzes! the! relationship! between! SMEs!
and! technological! innovation.! In! his! book! Innovation! space:! Clusters! and! regional!
development,!Wang!(2001)!gives!a!historical!review!of!industrial!cluster!theory,!puts!forward!
some!policy!suggestions!for!the!development!of!China’s!clusters!and!construction!of!regional!
innovation!environment.!However,!studies!on!the!cluster!innovation!in!China!are!still!in!the!
beginning!stage,!which!still!needs!more!efforts!theoretically!and!in!practice.!
!
Small! and! medium)sized! enterprises! have! come! into! shape! in! China,! with! most! of! them!
distributing! in!Zhejiang!Province!and!Guangdong!Province,!east!and!south!China.!The!SME!
industry!in!China!is!generally!characterized!as!a!cluster!of!loose!contact!with!each!other,!low!
technology!products!and!weak!sense!of!cooperation.! In! fact,! the!flexible!structure!and!the!
competition!pressure!make!SMEs!have!more!sense!for!innovation.!SMEs!react!faster!and!are!
more! sensitive! for! new! technologies.! However,! the! technological! innovation! process!
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requirements!make!it!difficult!for!a!single!SME!to!accomplish!the!stages!of!innovation,!such!
as! the! application,! production,! and! commercialization! of! a! new! technology.! Besides,! the!
uncertainty! of! technological! innovation! itself!may! threaten! the! existence! of! an! SME,! thus!
small!and!medium)sized!firms!with!limited!capabilities!see!the!need!to!share!the!risks!with!
other!SMEs!through!cooperation.!
The+cluster+innovation+mechanism++
The! modern! innovation! theory! believes! that! both! large! firms! and! small! firms! have!
advantages!and!disadvantages!in!conducting!technological!innovation.!It!all!depends!on!how!
firms! react! innovatively! towards! different! market! environment,! and! how! firms! adopt!
effective! innovation! mechanisms! for! effective! innovation.! In! addition! to! enhancing!
productivity,!clusters!play!a!vital!role!in!a!company's!ongoing!ability!to!innovate.!Some!of!the!
same!characteristics! that!enhance!current!productivity!have!an!even!more!dramatic!effect!
on!innovation!and!productivity!growth!(Porter,!1998).!
!
A! complete! cluster! is! composed!of! a!number!of! firms! (and!organizations)!having!different!
functions!and!positions.!Suppliers,!producers,!consumers!and!traders!are!the!main!bodies!in!
the!cluster.!SME!cluster!usually!consists!of!many!firms!with!relatively!the!same!size.!There!
are! vertical! relationships! as! well! as! horizontal! relationships! among! those! firms,! and!
horizontal! relationships! are! more! obvious.! Traditional! empirical! cluster! research! has! only!
studied! the! vertical! relationships.! In! fact,! horizontal! relationships! have! also! been! very!
important! to! SME! cluster! innovation.! Essentially,! the! technological! innovation! in! the! SME!
cluster! comes! more! from! the! horizontal! competition! and! cooperation,! while! the! vertical!
competition! and! cooperation! among! the! firms! lead! to! the! occurrence! of! institutional!
innovation.! Besides,! in! the! strategic! choice! of! competition! or! cooperation,! SME! cluster!
emphasizes! the! importance! of! cooperation! behavior.! However,! cooperation! does! not!
necessarily! lead! to! cluster,! which! should! be! fostered! by! the! participants! of! the! cluster!
themselves.! Therefore,! the! behavior! choice! is! significant! to! the! innovation! advantage! of!
cluster!firms.!
Horizontal+relationship+in+the+cluster+innovation+mechanism+
In!the!cluster!innovation!mechanism,!the!horizontal!relationship!of!firms!is!embodied!as!the!
interaction! of! the! similar! firms.! Such! a! relationship! can! be! further! divided! into! horizontal!
cooperative!relationship!and!horizontal!competitive!relationship,!as!Porter!(1998)!says!that!
clusters! promote! both! competition! and! cooperation.! Without! vigorous! competition,! a!
cluster! will! fail.! Yet! there! is! also! cooperation,! much! of! it! vertical,! involving! companies! in!
related! industries!and! local! institutions.!Competition!can!coexist!with!cooperation!because!
they!occur!on!different!dimensions!and!among!different!players.!
!
Horizontal!cooperative!relationship!
Horizontal! cooperative! relationship! has! two! layers:! preliminary! horizontal! cooperative!
relationship! and! advanced! horizontal! cooperative! relationship.! They! share! some!
characteristics! and! exist! in! parallel! in! cluster! innovation! mechanism,! showing! the!
relationship!of!time!evolvement.!!
!
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The! preliminary! horizontal! cooperation! happens! among! a! few! firms,! characterized! by! the!
borrowing!of! tools,!or!discussion!of! techniques!between! the!owners!or!among! the! labors.!
This! is!usually!an!unconscious,! low!level!cooperation.!The!advanced!horizontal!cooperative!
relationship!is!a!conscious!collective!activity!toward!a!mutual!goal.!A!united!organization!is!
constructed! to! realize! such! a! collective! goal.! In! the! preliminary! stage,! firms! acquire!
innovation!ideas!from!the!other!firms!through!observation!and!imitation;!while!this!behavior!
evolves! into! an! active! united!mutual! beneficial! behavior! when! firms! are! in! the! advanced!
cooperative!stage.!In!a!perfect!innovation!cluster,!there!are!preliminary!as!well!as!advanced!
horizontal!cooperation!among!the!firms.!
!
When! the! competitiveness! of! the! cluster! becomes! strengthened,! the! strategic! goal! of! the!
cluster!may!change!and!the!competition!may!expand! from!within! the!cluster! to!a!broader!
market! outside! the! cluster.! The! key! point! at! this! time! confronting!many! SMEs! is! how! to!
overcome! the! restraints! of! scale! and! capacity! so! as! to! realize! the! breakthrough! for!
development.!For!the!cluster!firms,!on!the!one!hand!they!seek!for!the!enhancement!of!their!
own! competitiveness,! on! the!other!hand,! they!may!expect! that! the! cluster!owns! stronger!
global!competitiveness!so!that!the!cluster!firms!can!increase!the!international!reputation!of!
their! own.! In! this! way,! a! broader! and! more! solid! basis! is! provided! for! the! horizontal!
relationship! among! firms,! and! this! horizontal! relationship! gradually! evolves! from! the!
preliminary! stage! to! the! advanced! stage,! leading! to! a! complete! cluster! innovation!
mechanism.!
!
Horizontal!competitive!relationship!
An!obvious!feature!of!SME!cluster!is!that!the!firms!are!relatively!small!and!are!on!the!same!
level.!Also!there!is!low!or!no!differentiation!of!their!products.!For!such!firms,!competition!is!
the! purpose! of! cooperation,! and! cooperation! is! the! means! of! competition.! The! fierce!
competition!is!the!most!important!trigger!for!innovation!(Porter,!1976).!Competition!keeps!
the!richness!of!the!cluster!and!the!adaptation!of!the!production!activities!in!the!cluster.!!
!
In!view!of!the!development!stages!of!cluster!innovation,!horizontal!competitive!relationship!
is!of!significance!in!the!beginning!phase!of!a!cluster!formation.!At!the!time,!the!cluster!firms!
have! loose! relationship! and! limited! scale,! and! similar! production! conditions.! There! are!
certain!extent!overlaps!on!the!production!activities!among!the!firms!(Malmberg!and!Maskell,!
1997).!The!horizontal!competition!among!the!newly!built!cluster!firms!forces!them!to!carry!
out! product! differentiation,! take! the! initiative! for! research! and! development! (R&D)! and!
attempt!new!operation!strategies.!Cluster!firms!compare!with!each!other!and!learn!from!the!
rival’s!advanced!technology!and!processes,!making!technological! innovation!diffuse!quickly!
among! the! cluster! firms!with! the! optimal! economic! effect.! Such! a! horizontal! competition!
creates!in!the!cluster!firms!the!full)bodied!industrial!atmosphere!(Alfred,!1920)!as!well!as!a!
good!innovation!milieu!(Aydalot,!1986).! It! is!obvious!that!the!horizontal!competition!in!the!
cluster! firm! largely! compensate! the!disadvantage!of! SMEs!being! isolated! and! setting!up! a!
separatist! regime! of! their! own.! Although! lacking! of! connections,! firms! may! know! their!
competitors!through!competition,!for!they!operation!under!the!same!regulations!and!in!the!
same!environment!(Bathelt,!2002;!Gertler,!1993).!
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Vertical+relationship+in+the+cluster+innovation+mechanism+
Compared! to! horizontal! relationship,! the! vertical! relationship! in! the! cluster! is! more!
important! to! the! sustainable,! recurrent! development! of! the! cluster.! Vertical! relationship!
comes! from! firms! which! mutually! supplement! each! other! and! are! of! different! functions,!
consisting!of!usually!three!main!bodies!of!producer,!supplier!and!consumer.!!
In!China,!the!SME!cluster!usually!has!an!extraversion!tendency.!Therefore,!the!fourth!main!
entity! ,! i.e.! trader! has! been! added! into!our! paper! for! discussion.! Similar! to! the!horizontal!
relationship,! vertical! relationship! of! clusters! has! also! two! types! of! behavior! choice:!
cooperation!and!competition.!
!
Vertical!cooperative!relationship!
The! vertical! cooperative! relationship! in! the! cluster! firm! derives! from! the! horizontal!
relationship! of! cluster.! Following! Krugman! (2000)! the! formation! process! of! vertical!
relationship! in!the!cluster! in!this!way:!Once!the!clusters!are!certain!about!their!production!
field,!the!firms!in!the!cluster!will!demand!specialized!service!and!inputs!(e.g.!resources!and!
equipment).! The! cluster! of! producers! will! automatically! attract! the! join)in! of! specialized!
suppliers,! which! may! greatly! lower! the! sales! costs! of! products! and! enlarge! the! need! of!
specialized!labor!force.!Consequentially,!the!enlarged!labor!force!will!attract!more!and!new!
firms! to! join! the! cluster,! thus! realizing! the! automatic! self! recurrence! of! the! cluster! scale.!
Furthermore,! the! open! up! of! foreign! market! makes! it! possible! that! traders! also! join! the!
cluster,! providing!material! and! capital! for! the! commercialization! of! products! and! realizing!
the!materialization!process!of!innovation!(Alfred,!1920).!In!the!end,!the!competitiveness!of!
cluster!will!attract!the!consumers!to!purchase!products!from!the!cluster!firms.!Until!now!the!
vertical! relationship! of! the! cluster,! based! on! the! making! of! products! and! composed! of!
producers,!suppliers,!consumers!and!traders,!finally!comes!into!being.!
!
A!better!vertical!cooperative!relationship!can!further!specify!the!division!of!labor!of!the!main!
bodies! in! the! cluster.! This! may! supplement! each! other’s! function! and! reduce! largely! the!
institutional! friction.! This! may! also! unite! the! advantages! of! the! main! bodies! for! joint!
innovation,! assure! the! successiveness! and! effectiveness! of! the! application!process! of! new!
technologies,!and!shorten!the!innovation!cycle.!
+
Vertical!competitive!relationship!
The!vertical!competitive!relationship! is!embodied!by!the!squeeze!effect!between!the!main!
bodies.!According!to!Wei!and!Ye!(2002),!the!squeeze!effect!means!the!competitive!pressure!
that!some!cluster!firms!bring!to!other!vertical!firms.!Because!of!the!innovation!activities!and!
outcomes! of! some! cluster! firms,! other! related! cluster! firms! are! under! the! pressure! to!
implement!technological!innovation!so!as!to!face!the!competition.!In!the!production!chain!of!
the! cluster,! a! technological! innovation! by! any! behavior! entity! !may! cause! incremental! or!
fundamental!change!of!input!and!output;!consequently!it!demands!other!behavior!bodies!to!
have! adaptation,! thus! forming! squeeze! effect.! The! squeezed! degree! depends! on! the!
bargaining! ability! of! the! behavior! entity! itself.! The! lower! the! bargaining! ability! it! has,! the!
bigger! squeezed! degree! it! gets.! This! squeeze! effect!makes! the! vertical! cluster! innovation!
possible.!
!
Besides!the!squeeze!effect,!the!benign!vertical!competitive!relationship!can!strengthen!the!
localized! capabilities! (Gordon! and!McCann,! 2000)! of! the! cluster.! The! localized! capabilities!
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include!the!specialized!resource!and!technology,!the!regulated!business!rules!and!other!local!
institutional!structure.!Producers,!suppliers,!consumers!and!traders!continuously!adjust!their!
relationships! in! their! instructional! environment.! In! the! vertical! competitive! cluster,! the!
behavior! choice! of! any! behavior! entity! ! may! influence! the! current! demand! and! supply!
relationship,! re)deploy! the! resource! and! infrastructure! within! the! cluster.! Such! influence!
may!normalize!the!existing!organizational!procedure!and!conventions,!stimulate!the!further!
development!of!localized!capabilities!and!deepen!the!competitive!advantage!of!the!cluster.!
The! horizontal! relationship! and! the! vertical! relationship! of! SME! cluster! innovation! is!
illustrated!in!Figure!2.!
!
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Figure!2:!
Horizontal!relationship!and!vertical!relationship!in!SME!cluster!innovation!mechanism!
+
Discussion+
As!has!been!discussed!above,!cluster!can!effectively!stimulate!SMEs!to!generate!innovation!
new! ideas! and! provide! them! with! innovation! bodies.! However,! cluster! has! external!
economic! effect! as!well! as! external! non)economic! effect.! The! external! economic! effect! of!
cluster!is!mainly!shown!in!the!following!five!aspects.!
(1) Promote!the!spread!of!information.!Through!the!horizontal!mechanism!and!the!vertical!
mechanism,!cluster!realizes!the!spread!of!information!in!an!efficient,!high!speed!among!
the!cluster!firms.!This!fast!diffusion!of!information!ensures!the!behavior!bodies!to!learn!
the!latest!knowledge,!and!effectively!avoid!the!overlap!of!innovation!activities!within!the!
cluster;!
(2) Synergetic! competitive! cooperation.! Based! on! specialized! division! of! labor! and!
coordination,! the! cluster! firms,! allocated! along! the! product! chain,! are! with! great!
similarity! and!mutual! supplement.! Firms! are! close! and! are! easy! to! communicate!with!
each!other.!The!competition!within!the!cluster!helps!the!specialized! investment!on!the!
advanced! production! factors,! such! as! infrastructure,! science! and! technology,!
information,! human! resource,! etc..! The! cluster! effect! is! increased,! and! the! cluster!
realizes! the! benign! recurrence! of! itself,! and! consequently! strengthen! the! innovation!
advantage!of!the!cluster;!
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(3) Share! resources! and! facilities.! The! lack! of! innovation! resources! is! a! key! factor! that!
constrains! the! technological! innovation! of! SMEs.! The! cluster! can! effectively! let! SMEs!
share!some!resources,!including!basic!infrastructure,!scientific!research!institutions,!and!
so! on.! The! share! of! resources! provides! excellent! external! conditions! for! cluster! firm!
innovation,! and! increases! the! usage! of! basic! infrastructure! and! other! facilities,! and!
lowers!the!fixed!costs!of!firms.!The!ongoing!relationships!with!other!entities!within!the!
cluster! also! help! companies! to! learn! early! about! evolving! technology,! component! and!
machinery! availability,! service! and! marketing! concepts,! and! so! on.! Such! learning! is!
facilitated! by! the! ease! of!making! site! visits! and! frequent! face)to)face! contact! (Porter,!
1998);!
(4) Congregate!the!talents.!The!main!entity!of!innovation!is!talented!people.!The!cluster!firm!
provides! advantages! for! the! mobility! of! talented! people! within! the! cluster.! The!
transaction! of! talents! mobility! within! the! cluster! is! rather! low,! and! the! connections!
among!the!cluster!firms!offer!the!talents!convenient!conditions!and!paths.!This!optimizes!
the!deployment!of!human!resource,!and!speeds!up!the!regional!innovation!process;!
(5) Construct! cluster! culture.! Cluster! innovation! is! a! collective! behavior! by! the! economic!
bodies!sharing!similar!behavior!characteristics,!which!derives!from!the!similar!enterprise!
cultural!background.!Cluster!innovation,!based!on!the!input)output!chain,!constructs!the!
new! regional! innovation! network! with! shared! enterprise! culture,! thus! optimizing! the!
innovation!milieu!inside!the!cluster.!
!
The! cluster! is! a! virtual! form! of! firms’! technological! innovation,! which! obtains! innovation!
advantage! through! the! specialized! division! of! labor! and! synergic! competitive! cooperation!
within!the!cluster.!In!the!meanwhile,!some!external!non)economic!effect!occurs!due!to!the!
different!operation!goals,!sense!of!cooperation!and!means!of!competition.!
CoUexistence+of+innovation+laziness+and+innovation+activeness+
The!synergism!and!spillover!effects!of!cluster!innovation!bring!about!the!external!economic!
effect,!as!well!as!the! innovation! laziness.!Unlike! large!enterprises,!technological! innovation!
in!the!SMEs!is!usually!incremental.!Such!type!of!innovation!makes!it!easy!that!the!innovative!
firm’s!know)how,!technology!and!operation!conception!be!regarded!as!public!products.!It!is!
difficult! to! restrain! the! use! by! other! firms! in! the! cluster! at! the! same! time.! Under! such! a!
circumstance,!the!innovation!property!of!a!certain!firm!cannot!be!protected!effectively,!and!
the! external! economy! from! the! innovation! cannot! be! fully! internalized.! In! addition! to! the!
high! cost! and! risk! of! innovation,! the! low! imitation! cost! and! risk! gives! a! big! strike! on! the!
activeness!of!innovative!firms,!and!consequently!weakens!the!total!innovation!advantage!of!
the!cluster!firm.!
Over+competition+leading+to+the+emergence+of+market+for+lemons++
The!market! for! lemons!(Akerlof,!1970)! is!often!used! in! information!economics,! to!describe!
the! phenomenon! that! sellers,! when! they! acquire! more! information! than! buyers,! sell!
products!with!lower!quality!to!buyers!so!that!the!products!with!higher!quality!are!driven!out!
of!the!marketplace,!and!the!product!quality!in!the!market!keeps!going!down.!!
Within! the! industrial! cluster,! especially! in! the! SME! cluster,! firms! often! choose! “imitation”!
development!mode.!As!a!result!of!this!structural!similarity,!it!is!easy!to!cause!the!risk!of!so)
called!“lemon!market”.!
!
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Each!SME! is!only!on!very! few!taches! in! the!highly!specialized!product!chain!of! the!cluster,!
with!its!fixed!capital!highly!focused!on!certain!production.!Once!there!is!industrial!decline,!it!
is!difficult!for!the!managers!to!handle!the!equipment!with!special!use.!They!have!to!concede!
to! operate! or! jerry)build! in! order! to! lower! the! cost,! which! results! in! the! degradation! of!
product!quality,!and!unavoidably!the!appearance!of!“lemon!market”.!In!the!lemon!market,!
firms! find! it! hard! to! trust! each! other,!which!may! damage! the! original! cluster! culture! and!
finally!destroy!the!cluster.!
Path+dependence+leading+to+technology+lockage+
One!of!the!competitive!advantages!of!clusters!is!that!it!calls!on!the!assembly!of!large!amount!
of! fore)! and! after! firms.! Such! an! assembly! largely! lowers! the! transaction! costs,! but! it!
gradually!makes!the!cluster!a!relatively!closed!system.!Firms!in!the!cluster!become!weaker!in!
adapting!to!the!external!environment,!forming!path!dependence!in!the!end.!!
!
SMEs! used! to! be!weak! in! resisting! risks.! Once! they! are! on! a! certain! path,! the! SMEs!may!
become! more! and! more! path! dependent! if! the! expected! direction! becomes! clearer! and!
stronger! (Jiang,! 2005).! Such! path! dependence,! on! the! one! hand,! positively! adds! to! the!
cluster! innovation! trajectory,! but! it! may! have! negative! influence! on! the! other! hand.!
Technologies!may!enter!the! lockage!state,!which!may!be!especially! true!for!the!traditional!
industrial!cluster.!Lockage!of!technology!may!lead!to!the!internal!cluster!rigid!and!isolated,!
knowledge! and! technology! toward! similar.! At! last,! the! whole! cluster! may! thus! miss! the!
original!supplementary!effect!and!lose!innovation!vitality!and!competitiveness.!
In! addition,! the! loose! relationship! between! the! cluster! firms! and! the! firms! outside! the!
cluster!lowers!to!a!certain!extent!the!activeness!of!cluster!firms!in!technological!innovation.!
Therefore,!clusters!may!cause!SMEs!to!become!path!dependent,!and!get!technology!lockage!
so!that!they!reject!innovation.!!
Conclusion+
In!this!paper,!we!analyzed!the!cluster!innovation!mechanism!for!the!Chinese!SMEs!by!using!
the!firm!behavior!of!horizontal!and!vertical!cooperation!and!competition.!Taking!this!as!the!
basis,! we! explored! the! possible! external! effects! by! cluster! innovation.! On! the! one! hand,!
cluster! innovation! can! lower! innovation! cost! and! risk! by! promoting! information! spread,!
synergic! competitive! cooperation,! sharing! resources! and! facilities,! congregate! the! talents!
and! constructing! cluster! culture.! On! the! other! hand,! cluster! innovation! may! bring! about!
external! non)economical! effects,! like! innovation! laziness,! “lemon!market”! and! technology!
lockage,! etc..! Different! technological! innovation! characteristics! bring! about! different! non)
economic! external! effect! from! various! types! of! industrial! cluster.! Even! if!within! the! same!
industrial!cluster,!external!effect!may!vary!because!of!the!characteristics!of!individual!firms.!
!
It!is!worth!emphasizing!that!the!innovation!disadvantage!of!SMEs!in!China!is!not!fully!made!
because!they!are!“small”,!but!because,!to!a! large!extent,!they!are!isolated!and!they!set!up!
the! separatist! regime! of! their! own.! If! the! Chinese! SMEs! would! carry! out! cooperative!
innovation!and!take!benign!competition,!the!innovation!vitality!and!the!innovation!scale!of!
SMEs! could! be! combined! effectively,! thus! exerting! maximum! effect.! Because! of! this,! we!
suggest!that!the!Chinese!SMS!actively! implement!cluster! innovation.! In!doing!so,!the!SMEs!
can!keep!their!flexible!structure!and!quick!reaction!features.!Meanwhile,!the!Chinese!SMEs!
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still!own!the!cluster!advantages,!and!they!can!lower!transaction!costs,!promote!knowledge!
spillover,!technology!diffusion!and!share!information.!
!
Therefore,! in!regard!to!the!Chinese!SMEs,!cluster! innovation!can!still!be!an! ideal! industrial!
innovation!model.!To!realize!cluster!innovation,!the!Chinese!SME!cluster!firms!need!to!share!
knowledge! in! a! compatibility! learning! process;! and! to! foster! a! benign! competitive!
atmosphere! for! innovation! in! the! cluster.! However,! this! paper! has!mainly! focused! on! the!
innovation! generality!of! SME! cluster.!As! for!how! innovation! can!be! achieved!by! a! specific!
Chinese!industrial!cluster,!it!will!be!our!further!empirical!research.!
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!
Bridging! the! gap!between! the!mental! imaginative!world!of! designing! and! the!physical!
concrete! world! of! experiencing,! manufacturing! and! product! use! is! quite! a! challenge.!
Ideas! are! flexible! and! pliable,! real! things! are! fixed! and! concrete.! Over! the! years!
designers!have!developed!a!large!portfolio!of!tools!for!achieving!this.!Ranging!from!the!
proverbial!sketches!on!a!napkin,!concept!drawings,!colour!studies!and!scale!models!via!
mock)ups! and! (working)! prototypes! to!pre)production!models! or! beta)test! versions!of!
new!products!or!services.!Because!new!product!development!costs!a!lot!of!time,!money!
and! energy! there! is! a! constant! need! to! have! information! from! down)stream! the!
innovation!process!(like!manufacturing,!distribution!or!product!use)!as!early!and!cheap!
as!possible!available! for!up)stream!activities! (like!generating! ideas,! testing!concepts!or!
investigating!consumer!insights).!In!the!automotive!industry!they!are!quite!advanced!in!
doing! so:! styling! sketches! in! the! early! stages,! scale! models! of! clay! a! little! bit! later,!
followed! by! full! scale! models! and! prototypes! near! the! end.! Especially! for! evoking!
realistic!feed!back!from!end!users!for!a!new!future!car!way!ahead!before!the!model!hits!
the! showrooms! they! have! developed! a! tool! called! concept! car.! A! concept! car! is! a!
tangible! full! scale! look)a)like! of! the! future! car.! It! looks! as! realistic! as! possible.!Not! all!
concept! cars! can! be! taken! out! on! the! road,! but! it! will! give! the! audience! the! strong!
impression!that!that! is! really!possible.! In!other! industry!sectors!they! lack!concept!cars,!
altough! there! is! a! big! need! for! something! like! that.! Designers! in! other! industries! also!
want! to! demonstrate! a! nearly! complete! new! product.! In! talking! about! such! a!
demonstrator!they!usually!say!“I!want!to!show!you!something!like!a!concept!car”.!But!a!
concept!car!for!the!furniture!industry!or!the!mobile!phone!industry!is!a!strange!concept.!
In! this!paper!will!be!argued!that! there! is!a!need!for!a!new!category!term!to!designate!
concrete! tangible! look)a)likes! of! new! future! products.! Proposed! is! the! term! Projecta,!
which!incorporates!all!concept!cars!as!well.!
Introduction+
Designing! is! per! definition! an! activity! which! result! is! something! what! does! not! exists! in!
reality!yet.!It!is!always!about!something!in!the!future.!It!could!even!be!that!those!designs!will!
never!be!produced!or!put!onto!the!market.!Or!that!their!definitive!form!and!shape!will!be!
completely! different! than! the! first! original! ideas.! Partly! because! the! current! technology! is!
not!able!to!produce!the!desired!results,!partly!because!the!cost!price!is!much!too!high!to!get!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!This!paper!is!an!adapted!and!actualised!version!of!an!earlier!publication!in!Dutch!(Buijs,!2009).!!
!
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it!on!the!market!for!a!reasonable!sales!price,!and!partly!because!the!client!and!or!principal!is!
too!shaken!and!shocked!by!this!radical!new!design.!!!!
The! traditional! way! of! working! by! designers! to! show! their! ideas! and! to! demonstrate! the!
design! results! and! its! qualities! to! relevant! others! (bosses,! clients,! principals! and! other!
stakeholders)! is! the!sketch!or! the!drawing.!The!word! ! “design”!comes! from!the!old! Italian!
word!“disegnare”!which!means!drawing!or!sketching.!The!word!"sketch"! itself!comes!from!
the!old!Greek!word!“schedios”!!which!means!"improvised".!So!a!design!sketch!is!a!very!first!
idea!how!a!future!product!might!look!like.!See!figure!1.!
!
!
!
Figure!11:!
The!original!design!sketch!of!the!Pininfarina!Birdcage!(July!2004)!
!
Besides!the!sketch!or!drawing!physical!three!dimensional!scale!models!are!also!part!of!the!
portfolio!of! tools! for!designers.!Within! the!designer's! jargon!many!different! terms!exist! to!
describe!in)between!results!during!the!total!design!process.!It!starts!with!the!proverbial!idea!
sketch!on!a!napkin!or!on!the!back!side!of!a!cigar!box!via!sketches,!contour!plans,!renderings,!
colour!studies,!clay!models,!use!models,!mock)ups,!prototypes,!working!prototypes!to!pre)
production!models!and!beta!test!versions!and!finally!production!models.!All!these!sketches!
and!models! are! used! to! bridge! the! gap! between! the!mental! world! of! the! ideas!with! the!
physical!world!of!the!real!products.!
!
Despite!all!the!efforts!to!make!these!tools!perfect!they!only!touch!on!the!seeing!and!feeling!
of!the!real!thing.!The!future!reality!will!always!be!different!from!the!original!idea!sketch.!It!
will! not! only! look! different,! it! sounds! different,! it! smells! different,! it! feels! different! and! it!
probably!functions!different.!!!
For!designers!that!is!no!big!deal.!In!their!heads!everything!fits!and!every!part!or!component!
does!exactly!what!it!should!do,!but!for!the!relevant!and!interested!third!parties!in!the!design!
process!that!is!a!different!situation.!Managers!and!users!confronted!with!a!raw!sketch!or!a!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!All!figures!are!from!the!internet.!
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primitive!scale!model!are!not!able!to!get!the!right!image!of!this!future!product!based!on!the!
original!design.!!People!down!stream!in!the!design!process,!like!factory!workers!or!purchase!
managers!are!not!able!to!respond!on!a!proper!way!when!they!are!confronted!with!sketches!
and!drawing!which!are!perfectly!adequate!for!people!up!stream.!Reacting!on!a!proper!way!
means! that! they! give! feed! back! that! is! useful! to! change! the! original! design! in! the! right!
direction.!!
With! the! present! trend! of! more! and! more! interactive! co)design! processes,! (Kleinsmann,!
2006)! involving!many! future!users!and!other!stakeholders,! this! is!a!questionable!situation.!
How! are! users! and!managers! or! factory!workers! able! to! respond! on! a! correct!way! to! in)
between! design! steps.! How! realistic! is! their! feed! back! (Smulders,! 2006)! ?! Is! the!
interpretation!based!on!what!the!user!or!factory!worker!really!sees!or!is!it!what!they!think!
the! designer! has! intended?! The! sketch,! the! drawing! and! the! scale! model! are! not! fully!
adequate!means!of!communicating!design!steps!to!relevant!third!parties.!Especially!now!the!
number!of!participants! in! this!co)design!process!who!do!not! longer!have!an!official!design!
background!is!growing.!!!
Defining+the+Problem++
Material!manufacturers!as!GE!Plastics!and!DSM!use!product!design!as!a!marketing!tool.!They!
design!for!instance!a!plastic!car!(GEP)!or!a!plastic!seat!for!a!car!(DSM).!Not!for!selling!those!
products!on!the!market,!but!only!to!convince!car!manufacturers!that!their!new!plastics!are!
very!convenient!to!produce!cars!and!or!car!parts.!These!design!projects!have!as!their!main!
objective!to!demonstrate!the!qualities!of!the!new!plastics!to!potential!clients.!In!the!end!the!
material!producers!want!to!sell!thousands!of!tons!of!this!material!to!the!car!companies.!!
In!large!multi)national!corporations!these!design!activities!are!paid!by!head!quarters!and/or!
are!part!of!the!central!marketing!budget.!Small! jobbing!companies!which!want!to!sell!their!
capacities! and! capabilities! to! other! companies,! are! also! interested! to! use! design! as! a!
marketing!tool.!But!they!lack!the!large!budgets!of!GEP!or!DSM.!If!they!want!to!have!design!
demonstration! projects! they! have! to! look! for! potential! customers! which! are! willing! to!
contribute!financially!to!the!project.!Such!a!small!jobbing!company!is!the!Dutch!based!NPSP!
Composieten.!A!company!producing!composites!in!Haarlem!(see!www.npsp.nl).!One!of!their!
latest! composite! materials! is! Nabasco! (=! Nature! based! composites).! The! fibres! of! this!
material! are! coming! from! nature,! like! cotton! and! flax.! In! the! current! situation! the! epoxy!
resins!that!hold!the!fibres!together!are!not!yet!nature!based,!but!that!will!happen!in!the!near!
future.!Within!a!couple!of!years!100%!nature!based!composite!materials!will!be!available!on!
the!market.!For!a!small!company!as!NPSP!it! is! important!to!find!paying!potential!clients!to!
think! jointly! about! future! Nabasco)applications.! To! get! a! solution! for! this! problem! a!
graduation!project!was!formulated!in!close!cooperation!with!the!Faculty!of!Industrial!Design!
Engineering!of!the!Delft!University!of!Technology.!
!!
During! one! of! the! discussions! with! the! CEO! and! the! chief! designer! about! this! kind! of!
demonstration!projects! they!talked!about!“something! like!a!concept!car,!but!different!and!
specific! targeted! towards!our! industry”.!As! the!major!conclusion!of!her!graduation!project!
(March!2008)!Lindy!Hensen!introduces!for!this!“other!concept!car”!the!notion!of!a!projecta.!
This! word! projecta! is! inspired! on! the! term! persona! which! plays! an! important! role! in! the!
world!of!user!centered!design!(Pruitt!&!Aldin,!2006).!Persona’s!are!ideal,!imaginary!users!of!a!
future! product.! They! are! expressed! both! in! a! visual! image! as! well! as! in! words! or! even!
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movies.!They!permanently!help!designers!to!realise!that!there! is!an!end)user!behind!every!
product!or! service! they!design.! Somebody! to!whom! they!are! responsible! for! every!design!
decision!they!make.!The!!persona!does!not!exist!in!real!life,!but!acts!as!a!kind!of!role!model!
of!the!end!user.!Often!persona’s!are!visualised!as!drawings!or!photoshopped!persons!on!life!
size!posters!and!are!shown! in!video's!during!simulated! future!product!use.! In!good!design!
practice!they!are!actively!used!in!the!design!studio's.!!
Analogous!to!persona’s!are!projecta’s.!They!are!the!ideal!demonstration!project!for!showing!
the! design! qualities! of! the! company! or! the! brand.! Projects! to! support! the! dream! of! the!
designers!and!to!get!or!to!provoke!feed!back!from!relevant!third!parties.!Projecta’s!are!not!
intended! for! immediate!commercial! goals! (of! course! in! the!end! the!company!wants! to!do!
business!with!future!products!which!are!based!on!the!projecta).!Projecta’s!are!an!addition!to!
the!designer's!portfolio!of!the!earlier!mentioned!sketches!and!models.!They!help!to!improve!
the!communication!between!the!designer!and!the!others!in!the!total!design!process.!These!
sketches,!drawings,!models!and!projecta's!are!considered!to!function!as!so!called!boundary!
or! boundary! spanning! objects.! They! are! instrumental! in! bridging! two! or! more! different!
worlds.! The! are! able! to! span! or! cross! the! boundaries! between! those! different!worlds.! Its!
origin!is!in!sociology!(Star!&!Griesemer,!1989),!but!it!is!now!widely!accepted!within!the!new!
product!development!domain!(Carlile,!2002,!Carlile!&!Rebentisch,!2003).!
In!this!paper!I!want!to!investigate!if!it!is!justified!to!introduce!this!separate!term!of!projecta!
as!the!new!category!name!for!all!kinds!of!design!projects!which!are!meant!to!demonstrate!
future!new!products!or!applications!of!a!new!technologies.!May!be!projecta's!can!even!act!
as!demonstrators!of!new!future!cultural!contributions!to!society.!!
First+step:+an+overview+
A!projecta!shows!a!potential!option!for!a! future!thing!or!a! future!experience.! It!acts! like!a!
future! scenario,! but! a! projecta! is! not! a! story! or! an! image.! It! is! a! real! three! dimensional!
tangible!thing.!To!look!at!from!all!different!view!points,!to!touch,!sometimes!to!sit!in!or!to!sit!
on,!sometimes!even!to!play!with!or!to!work!with.!With!the!major!goal!to!bridge!the!different!
interests! of! relevant! parties! and! ensures! that! this! new! design! idea,! this! dream,! might!
become! true! in! the! near! future.! Probably! in! a! little! bit! different! shape! and! form! than! is!
presented!here,!but!one!day!you!as!a!customer,!could!buy!this!new!product!or!use!this!new!
service!or!will!get!this!new!cultural!experience.!
!
Design!demonstration!projects!are!common!in!most!types!of!industries.!It!shows!an!one)to)
one! realistic! example! of! the! future! "thingy".! In! the!world! of! product! design! a!projecta! is!
produced!with!a!completely!different!manufacturing!technology!than!the!future!production!
models!will!be!made.!Usual!much!cheaper!and!easier!to!apply!than!the!future!technology!in!
the! new! factory.! That! is! different! in! the! building! industry.! An! architectural! projecta! is!
probably!as!expensive!as!a!"normal"!building.!Still!it!is!a!quite!normal!phenomenon!to!have!
projecta's!in!the!building!domain.!Think!about!the!Eiffeltower!in!Paris!(erected!in!1889),!the!
Atomium! in! Brussels! (1958)! or! the! Space! Needle! in! Seattle! (1962).! All! three! purposefully!
built!as!part!of!a!World!Fair.!That!should!not!become!as!a!surprise,!because! in!essence!all!
World!Fairs!are!huge!demonstration!projects!in!themselves.!!
Originally!all!three!were!meant!to!stay!erect!only!during!the!opening!of!the!fair.!Because!of!
the! strong! image! they! produced! to! the! general! public! they!were! kept! "alive".! Today! they!
have!been!become!the!icons!for!their!respective!cities!!See!figure!2.!!!
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Figure!2:!
Demonstration!projects!from!the!building!domain!
Left!the!Eiffeltower,!in!the!middle!the!Atomium!and!on!the!right!the!Space!Needle!
!
A!building!project!as!the!"Bird!cage"!in!Beijing,!the!main!sports!stadium!for!the!2008!Olympic!
Games,!is!not!considered!to!be!a!projecta,!but!is!seen!as!a!"normal"!building!project.!Right!
from!the!beginning!of! this!project! is!was!clear! that! it!was! intended!to!become!a!"normal"!
sports!stadium!aiming!at!commercial!exploitation.!And!of!course!as!all!good!projects!of!an!
architect!will!do,!it!does!show!what!the!architect!is!capable!of!doing!as!a!designer.!But!due!
to!its!intended!commercial!use!I!do!not!see!this!as!a!good!example!of!a!projecta.!!!
!!
Demonstrating!risky!technologies!or!spectacular!products!is!of!all!times.!In!the!early!days!of!
the!automobile!car!companies!used!specially!designed!and!built!cars!to!participate!in!races!
like!the!24!hour!of!Le!Mans!endurance!race.!It!was!their!way!to!demonstrate!that!their!cars!
were!reliable!or!fast.!Brands!like!Bentley!and!Jaguar,!but!Ferrari!and!Porsche!as!well!are!now!
famous!because!of!this.!!
A!nice!automotive!example!comes!from!the!now!extinct!Dutch!car!brand!DAF!(extinct!as!a!
car!manufacturer,!they!are!still!an!important!European!player!as!a!truck!company).!In!1958!
they! introduced! the! DAF! 600.! A! small! car! with! a! very! special! automatic! gear! box:! the!
Variomatic! (currently!known!as!Continuous!Variable!Transmission!CVT.!Now!owned!by!the!
German!company!Bosch,!a! supplier! in! the!automotive! industry).!This! car!was! so! simple! to!
drive,!that!it!got!a!very!bad!image.!It!was!a!car!only!for!old!ladies.!One!of!the!nick!names!was!
"jaratelle! shaker".! The!Variomatic! system!had! two! rubber!bands!which! ran!over! two!discs!
with!variable!diameters.!!
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To! change! this! image!DAF! decided! to! participate! in! car! rally’s! and! rally! cross.! There! have!
even!been!Formula!3!racing!cars!with!a!Variomatic.! In!this!way!DAF!demonstrated!that!an!
automatic! gear! box!was! not! at! all! "sissy".!Whether! this! change! in! image!was! succesfull! is!
doubtfull.!The!car!brand!DAF!does!not!exist!anymore.!See!figure!3.!
!
! ! !
!
Figure!3:!
Left!the!DAF!600,!in!the!middle!the!rally!cross!version!of!the!DAF!55,!and!on!the!right!the!Tecno)DAF!
Formula!3!race!car!
!
Also!in!the!aeronautical!design!domain!many!demonstration!projects!have!been!used.!All!X)
planes!of!NASA!can!be!considered!to!be!projecta’s:!experimental!planes!which!demonstrate!
new!technologies!or!new!ways!of! flying! (which!you!could!call!a!demonstration!of!a! future!
cultural!option).!These!planes!were!never! intended!for!series!production.!Usually!only!one!
was!built,!sometimes!a!couple!(Miller,!2005).!!
The! most! famous! examples! are! the! Bell! X)1! (the! first! supersonic! aircraft;! 1946)! and! the!
North!American!Aviation!X)15! (1959),! a! rocket! plane! as!well.! The!X)15! is! still! the! airplane!
record!holder!of!the!both!the!height!limit!(100!km)!as!well!as!the!speed!limit!!(7271!km/u).!
See!figure!4.!
!
! !
!
Figure!4:!
Left!the!Bell!X)1!and!right!the!North!American!Aviation!X)15!
!
Less! known,! but! fascinating! examples! from! the! aeronautical! domain! are! the! Ryan! X)13!
Vertijet!(1955).!A!plane!standing!on! its!tail!and!able!to!take!off!and!land!vertically!(VTOL!=!
Vertical!Take!Off!and!Landing).!The!Hiller!Aircraft!Corporation!X)18!(1959)!is!the!first!tilt!wing!
VTOL)aircraft.! The! Bell! X)22! (1966)! is! another! VTOL)aircraft,! but! now! equipped!with! four!
tilting!ducted!rotors!as!propulsion.!See!figure!5.!
!
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Figure!5:!
Three!VTOL!demonstration!aircrafts.!Left!the!Ryan!X)13,!in!the!middle!the!Hiller!X)18!and!on!the!right!
the!!Bell!X)22!
!
Even! in! non)technological! domains! as! fashion! projecta’s! do! exist.! Haute! couture! is! to! be!
considered!as!a!set!of!fashion'projecta’s,!while!the!pret!à!porter! is!comparable!to!ordinary!
production!models.!Here!new!cultural!options!are!demonstrated!by!the!designers.!
Second+ step:+ an+ investigation+ within+ the+ product+ design+ domain+ (concept+
cars)+
The!most!well!known!design!projects!to!demonstrate!the!qualities!of!a!design!team!are!the!
"concept! cars"! in! the! automotive! industry.! These! are! the! true! examples! of! ! projecta’s.!
Intended!to!demonstrate!a!new!technology,!to!show!a!new!form!language!(also!a!kind!of!a!
new!cultural!option),!to!share!new!ideas!about!safety!and!use,!but!foremost!to!get!a!kind!of!
reality!check!with!the!general!public!about!their!new!product!ideas.!!!!
Originally! an! American! affaire! (the! Buick! Y)Job,! designed! by! Harley! Earl! in! 1938),! only! to!
come! to!Europe! in! the! late! fifties!by! the! Italian! car!design! studio's! like!Pininfarina,! Zagato!
and! Bertone.! Nowadays! no! international! car! fair! can! survive! without! having! at! least! one!
concept!car!unveiled!from!an!major!car!brand.!Not!all!concept!cars!are!able!to!be!driven,!but!
they!look!as!realistic!as!possible.!They!are!realistic!options!for!future!production!models.!In!
practice!however!most!production!models!look!much!more!dull!than!the!originating!exiting!
concept!car.!
!
On!the!conference!Design!+!the! linking!force! (Paris,!April!2008,!organised!by!the!American!
Design!Management!Institute!DMI)!Patrick!le!Quément,!in!those!days!the!Design!Director!of!
Renault,!talked! in!his!key!note!speech!about!the! intentions!of!concept!cars.!He!mentioned!
the!following!three!main!reasons!to!design!and!built!a!concept!car:!
• To!show!a!certain!new!design!vision!to!the!audience;!!!
• To!keep!the!design!team!working!if!the!normal!design!cycles!are!too!long!to!keep!them!
all!to!work;!
• And!as!a!way!to!reward!and!re)educate!the!designers.!!!
!
The!first!reason!is!the!traditional!argument!for!designing!concept!cars.!To!show!the!outside!
world!what!your!design!team!and!the!brand!is!capable!off!and!to!influence!the!public!and!to!
get!feed!back!from!them.!He!told!that!they!always!keep!track!of!all!reactions! in!the!press.!
Both! the! popular! and! the! business! press.! And! not! only! on! content,! but! also! in! numbers!
!146!
(lines,!different!papers!and! journals).!They!are!always!very! interested! to!see! if! the!articles!
are! illustrated! by! photo's! (sometimes! own! pictures! of! the! newspapers,! some! times! press!
release! photo's! of! the! car! company).! He! confessed! that! they! purposeful! decide! on!which!
colour! to! use.! Special! coloured! concept! cars! have! a! better! chance! to! get! a! picture! in! the!
press,!or!to!get!a!nice!show!on!the!late!night!news!programmes!on!tv.!
The! second! and! third! reasons! are! primarily! oriented! towards! the! car! company! itself.! Of!
course!also!these!results!will!be!shown!to!the!public,!but!the!original!motivation!is!internally.!
Nowadays!this!second!reason!looks!a!little!bit!ackward:!design!teams!are!getting!smaller!and!
for!dealing!with!peak!hours!plenty!of!external!design!studio's!are!available.!!
Talking! about! the! third! reason!he!mentioned! “design! expedition! teams"!or! “trans)mission!
teams”.! At! Renault! every! year! five! designers! are! selected! for! a! kind! of! sabbatical! period.!
They!are!encouraged!to!formulate!their!own!design!assignment.!They!are!free!from!ordinary!
work!and!will!get!a!budget!and!support!staff.!Those!teams!start!their!mental!design!journey!
with! some!external! excursions.! Excursions! to!other! cultures,! to!other! car!usages,! to!other!
countries! to! find! new! and! challenging! circumstances.! Normally! this! kind! of! information! is!
delivered!by!the!corporate!marketing!department!or!the!strategic!planning!group.!Now!the!
designers! go! out! for! themselves.! They! will! get! support! from! ! other! experts! like!
antropologists,!cultural!scientists,!sociologists!or!biologists!if!needed.!It!is!seriously!required!
of! this! selected! group! of! ! designers! to! come! up! with! really! breath! taking! new! concepts.!
Thinking!out)of)the!box!is!not!a!side!effect!but!is!the!major!goal!!!!
!
A!fourth!reason!to!design!a!concept!car!was!not!mentioned!by!Le!Quément;!it!could!also!be!
a!kind!of!personal!or!business!positioning:!a!kind!of!a!new!start.!For!example!to!show!to!the!
design! team! who! is! the! new! design! chief.! Like! putting! a! new! fence! around! the! design!
territory.!Gerry!McGovern!presented!on!the!Detroit!auto!show!in!January!2008!his!first!big!
design!project!as!the!new!design!director!of!Land!Rover:!the!LRX.!He!had!been!designer!at!
Land!Rover!before;!he!was!responsible!for!the! !Freelander!1!(1997).!Then!he!went!to!Ford!
USA! (o.! a.! with! Lincoln! and! later! at! Ingeni,! Ford's! independent! external! design! studio! in!
London).!He! came!back!at! Land!Rover! in!2004!as!Head!of! advanced!design.! In! September!
2006!he!was!appointed!as!the!new!Director!of!design.!
The! LRX! is! a! light,! compact! cross! over! with! a! diesel)hybrid! power! train,! with! very! low!
emission!figures.! It!was!to!show!the!new!design!language!he!was!after.!He!explained!what!
the!goal!is!of!this!new!concept!car:!!“we![..]!wanted!to!explore!new!directions!for!our!future!
products.!The!concept!was!also!an!opportunity!to!create!a!new!icon.”!“Our!vision!is!based!on!
four!key!points.!The!first!is!a!fresh,!functional!approach.!Then!there!is!the!premium!aspect.!
The! other! two! key! points! concern! sustainability! and! desirability,! because! our! consumers!
want!the!same!levels!of!distinction,!appeal!and!finesse!they!find!in!other!premium!products!
they! buy.”! The! LRX! is! “in! tune! [..]! with! contemporary! product! design”.! (Auto! &! Design!
March/April!2008,!pp.!45!&!46).!See!figure!6.!
!
!
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Figure!6:!
The!Land!Rover!LRX!concept!car,!2008!
!
The!production!version!of!this!Land!Rover!LRX!is!now!called!the!Land!Rover!Evoque!and!was!
unveiled!on!the! International!Automobile!Fair!at!Frankfurt! in!September!2011.!Two)and)a)
half! years! between! a! concept! car! and! the! production!model! is! quite! normal.! One! of! the!
remarkable!comments!on!this!production!car!in!the!popular!automotive!press!was!its!close!
resemblance!to!the!original!concept!car,!but!what!about!the!diesel)hybrid!power!train??!See!
figure!7.!
!
! !
!
Figure!7:!
The!production!version!of!the!Land!Rover!LRX,!now!called!Land!Rover!Evogue.!(September!2011)!
!
The!real!world!of!car!design!is!much!more!complex!rather!then!these!four!reasons!suggest.!
Take! for! instance! the! YCC)concept! car! (YCC! =Your! Concept! Car)! by! Volvo! from! 2004.! The!
entire! design! team!was!women! only!! It! was! a! clear! and! provoking! position! statement! of!
Volvo!as!a!car!brand.!We!are!taking!our!female!clients!and!our!female!workers!very!serious.!
Nobody! in! the! design! team! had! any! experience!with! designing! concept! cars.! The! original!
idea!was!to!design!and!built!a!car!specially!targeted!at!women.!This! is!the!clear!message!a!
concept!car!should!communicate.!But!you!could!also!easily!see!that!the!YCC!car!also!fits!in!
category!4!(a!new!business,!brand!!and!or!cultural!option).!!
As!one!of!the!design!tools!used!by!the!YCC)team!was!the!persona!“Eve”.!“Eve"!is!a!imaginary!
woman!for!whom!age!is!not!important,!but!life!style!is.!She!fits!quite!a!lot!of!activities!into!
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one!day:!hair!dresser,!lunch,!family!visit,!shopping,!yoga,!phone!calls,!and!preparing!a!dinner!
at!home.!She!has!money!and!little!time!and!want!to!do!things!her!own!way!!
The!YCC!was!a!coupé,!with!a! lot!of!storage!space,!good!ergonomics,!electrical!swing!doors!
and!easy!to!park.!(Autoweek,!March!2,!2004).!One!of!the!remarkable!ideas!of!the!car!was!a!
tip)up! seat! in! stead! of! the! normal! left! back! seat.! On! this! way! more! luggage! space! was!
created!behind!the!driver's!seat.!In!other!ways!is!was!just!a!"normal"!concept!car,!which!is!
shown! with! the! swing! gull! wing! doors.! These! doors! are! quite! common! for! concept! cars,!
because!they!are! intriguing! technology!and!are!able! to!show!the!car! interior!much!better.!
Due! to! the! very! high! cost! price! these! swing! doors! hardly! ever!make! it! to! the! production!
stage!of!ordinary!cars.!May!be!the!car!was!easy!to!park!and!easy!to!get!in!and!out!thanks!to!
those! fancy!doors,! but!only!on!a! very! large!parking! spot;! I! guess! somewhere!out!of! town!
where!"Eve"!lives!!!Concept!cars!are!not!always!very!practical.!See!figure!8.!
!
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Figure!8:!
The!Volvo!Your!Concept!Car!(YCC)!from!2004.!On!the!right!the!complete!female!design!team.!
!
All! the!mentioned! examples! show! that! for! the! automotive! industry! concept! cars! are! very!
important! instruments! to! start! a! dialogue! with! the! general! audience! as! well! as! with!
themselves.! They! really! span! the! boundaries! of! the! corporate! world! and! the! consumer's!
world.!
Detailed+analysis+
Presently!the!term!concept!car!has!only!significance!within!the!automotive!industry.!It!would!
be!strange!to!call!the!results!of!a!future!product!study!from!companies!like!Philips!or!Nokia!a!
concept!car.!As!shown!before!also!in!other!branches!of!industry!special!design!projects!are!
executed! to! demonstrate! either! the! abilities! of! the! design! team! or! to! demonstrate! new!
technology,!form!or!function.!To!cover!all!those!special!design!projects!I!want!to!propose!a!
new!category!name!for!all!those!projects,!including!concept!cars.!And!my!proposal!is!to!use!
the!term!!“projecta”!as!this!new!category!name.!
I!want!to!come!up!with!a!set!of!general!characteristics!of!a!!projecta.!Because!concept!cars!
are! the!most! common!members! of! this! category! of! design! demonstration! projects! I! have!
made!an!extensive!analysis!of!descriptions,!thoughts!and!expressions!about!concept!cars.! I!
analysed!24!issues!of!the!leading!international!professional! journal!Auto!&!Design!covering!
the!period!2004!–!2008.!Most!of!the!quotes!have!of!course!a!content!relationship!with!the!
the! concept! car! on! display.! For! instance! as! Atsuhiko! Yamada,!Mazda’s! head! of! advanced!
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design!talks!about!the!Mazda!Senku:!“Too!many!cars!are!like!cans!on!wheels,!where!as!what!
we!should!be!talking!about!is!sculptures!in!motion,!forms!that!suggest!an!emotional!speed,!
the!force!and!beauty!of!nature.!Like!a!fish,!the!Senku!is!intended!to!be!a!creature!that!moves!
graciously!but!also!vigorously!in!its!habitat.”!!(Auto!&!Design,!March/April!2006,!pp.!77).!!
But!now!and!then!the!designers!talk!on!a!much!higher!level!of!abstraction!about!the!how's!
and!why's!of!these!concept!cars.!I!collected!all!those!meta)thoughts!to!come!up!with!a!more!
broader!overview!of!what!a!general!design!demonstration!project!as!a!projecta!could!be.!In!
the!next!quotes!I!marked!the!interesting!meta)thoughts!bold.!
!
Orjan! Sterner,! Volvo! exterior! car! designer! about! the! Volvo! 3CC:! “! it! is! a! Technology+
Demonstrator! that! imagines!various!hypotheses! for!sustainable!mobility.”! (Auto!&!Design,!
January/February!2005,!pp.!64).!
Atsuhiko! Yamada! tells! about! the! Senku! that! the! car! “explores+ a+ future+ five+ or+ ten+ years+
away.”(Auto!&!Design!,!March/April!2006,!pp.!77).!
Walter! da! Silva,! Audi! design! director! about! the!Audi! Roadjet! concept! car:! “!We! aimed! to!
explore!a!new!architecture!with!taller!volumes.”!(Auto!&!Design,!May/June!2006,!pp.!85).!
Patrick! le!Quément!the!above!mentioned!design!chief!of!Renault!about! the! interior!of! the!
Altica! concept! car:! “!We!believe! that! natural! lighting! inside! the! cabin! is! one! of! the! latest+
frontiers!of!luxury!and!quality.!A!major!part!of!this!project!was!dedicated!to!using!light!as!a!
decorative! element! and! to! conveying! positive! sensations! to! the! occupants.! Sitting! at! the!
back,! the! atmosphere! created! by! the! rays! of! light! entering! through! the! mosaic! is! truly+
unique.”!(Auto!&!Design,!May/June!2006,!pp!64).!
Anthony!Lo,!director!of!SAAB’s!advanced!design!about!the!assignment!for!the!SAAB!Aero)X:!
“! The! brief! given! to! us! by! the!management! was! to! allow! our! creativity+ free+ rein! and! to!
create!a!true!concept!car,!which!provided!a!vision!of!a!scenario!that!was!feasible!but!set!at!
least!ten+years!into!the!future.!The!result!is!a!credible!car,!but!which!clearly!belongs!to!the!
future,!even!at!first!glance.”!(Auto!&!Design,!May/June!2006,!pp.!35).!
Another! quote! from! him! about! the! SAAB! 9)X! BioHybrid! shows! nicely! the! function! of! a!
concept!car:!“..it!may!be!a!bit!exaggerated,!with!a!lower!roof!line!and!wider!track!because!
we!wanted!to!push+forward+the+boundaries!a!bit.”!(Auto!&!Design,!May/June!2008,!pp.61).!
Jens!Manke,! design!manager! at! Skoda! about! the! Skoda! Joyster! design! brief:! “! a! compact!
three!door!with!exceptional! dynamism!and! a!wealth!of! fresh+ young+ ideas! to! capture! the!
imagination!of!those!who,!in!a+few+years+time,!will!be!potential!Skoda!customers.!The!car’s!
agility!on!the!road!is!matched!by!a!content!in!terms!of!comfort!and!messages!tailored!to!the!
tastes!of!today’s!adolescents.”!(Auto!&!Design,!January/February!2007,!pp.60).!
Bryan! Nesbitt,! GM! Europe! design! head! of! the! Rüsselsheim! studio! about! the! Opel! GTC!
concept!car!shown!on!the!Geneva!show!in!March!2007:!“it!may!be!unconventional!at!first!
sight,! and! therefore! polarising,! but! it! will! be! followed! by! acceptance.”! (Auto! &! Design,!
May/June!2007,!pp.!43).!
Audi’s!director!of!design!Stefan!Sielaff!talking!about!the!Audi!Cross!Coupé,!introduced!on!the!
2007!auto!show!in!Shanghai:!“!Of!course,!as!with!all!projects!of!this!type,!it!gives!a+glimpse+
of+ future+ evolutions! in!Audi! design,! but! no!decisions!have!been!made!as! yet! on!whether!
we’ll!be!seeing!a!production!version!of!the!car.”!(Auto!&!Design,!September/October!2007,!
pp.!56).!
A!nice!quote!about!Peugeot’s!concept!car!308!RC!Z:!“The!308!RC!Z!is!just!a!concept,!and!as!
such,! it! exists! in! that! narrow! space! between! dream+ and+ reality.”! (Auto! &! Design,!
November/December!!2007,!pp.!64).!
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Martin! Smith,! director! of! ! design! for! Ford! Europe:! “The! Ford!Verve! concept! is! clearly! our!
most+ expressive! form! language! yet.! Bold+ even+ radical.”! (Auto! &! Design,!
November/December!!2007,!pp.!59).!
As!Peter!Pfeiffer,!the!Mercedes!design!director,!talks!about!the!F!700!concept!car,!he!shows!
the!intention:!“!this!research!has!yielded!very!interesting,!tangible+results!which!will!provide!
inspiration!for!the!future!of!our!upper!range!models.”!(Auto!&!Design,!November/December!!
2007,!pp.!55!&!56).!
Gilles! Vidal,! project! manager! for! Citroën! concept! cars! about! the! C)Cactus! at! the! 2007!
Frankfurt!show:!“!The!leading!idea!was!that!we!wanted!to!break,+and+subsequently+reverse!
the+spiral!of!car!weight!going!up,!by!reducing!components!and!saving!material.!It!became!a!
sort!of!dust)to)dust!approach,!starting!from!the!moment!the!car!is!conceived![..]!till!the!end!
of! its! life![..]!Why!should!a! low!cost!car! look!ugly?!So!we!tried!to!find!different+ solutions.”!
(Auto!&!Design,!November/December!!2007,!pp.!20).!
For! automotive! design! agencies! like! Pinifarina! concept! cars,! for! instance! the! Sintesi,! from!
2008!or!Bertone!with!the!B.A.T.!11!(also!from!2008)!are!the!normal!way!to!show!their!view!
on!the!future:!“a!laboratory!on!wheels”!And!of!course!a!way!to!attract!future!prospects!and!
clients.! (Auto! &! Design,! May/June! 2008,! pp.! 29! and! 45).! Andrea! Pininfarina! at! the!
presentation! of! the! Birdcage! 75th! dream! car! (see! also! figure! 1):! “! To! celebrate! our! 75th!
anniversary,!we!wanted!to!send!out!a!powerful+message!with!no!doubt!about!the!goal:!to!
create!a!car!that,!once!again,!is!the!stuff+of+dreams,!and!to!confirm!the!role!that!has!always!
been!at!the!heart+of+our+company.”!(Auto!&!Design,!May/June!2005,!pp.!21).!
Andreas! Wolfsgruber,! head! of! design! of! Austrian! Magna! Steyer,! about! the! Mila! Alpin!
concept!car:!“we!intend!to!raise+our!profile!in!the!car!design!world,!and!to!demonstrate!our!
capabilities!to!the!OEMs.”!Magna!Steyr!is!a!supplier!of!manufacturing!capabilities!to!the!big!
car!companies!and!are!not!a!design!studio!on!its!own.!Their!problem!is!comparable!with!the!
earlier!mentioned! small!Dutch! composite! company!NPSP! (Auto!&!Design,!May/June!2008,!
pp.!78).!!
See!figure!9!for!some!of!the!concept!cars!they!were!talking!about.!!!
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Figure!9:!
Some!concept!cars.!Top!left!the!Pinifarina!Birdcage!(see!also!figure!1),!top!right!Bertone’s!B.A.T.!11,!
lower!left!interior!of!the!Renault!Altica!and!lower!right!the!Opel!GTC.!
!
A+preliminary+definition+of+a+Projecta+
If! you!put! all! the!bold!words!of! the!quotes! in! the! former!paragraph! together! you!get! the!
following!list:!
*!demonstrator!!!!
*!hypotheses!!!
*!explores+a+future+five+or+ten+years+away+!
*!truly+unique!!!
*!creativity+free+rein!!!!
*!vision+feasible!!!!
*!ten+years!!!!
*!future.!!!!
*!credible!!!!
*!exaggerated,!!!!
*!push+forward+the+boundaries!!
*!exceptional!!!!
*!fresh+young+ideas!!!!!
*!imagination!!!!
*!in+a+few+years+time,!!!!
*!unconventional!!!!
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*!polarising,!!!!
*!a+glimpse+of+future+evolutions!!!!
*!dream+and+reality!!
*!most+expressive!!!!
*!bold+even+radical!!!
*!tangible+results!!!
*!inspiration!!!!
*!future!!!!
*!break,++
*+and+subsequently+reverse!the+spiral!!!!
*!different+solutions!!!!!
*!laboratory!!!!
*!powerful+message!!!!
*!stuff+of+dreams,!!!!
*!heart+of+our+company!!
!
Based!on!these!words!I!synthesised!a!first!definition!of!a!Projecta:!!!
+
A+concrete,+tangible+demonstration+and+exploration+of+new+design+hypotheses,+which+are+
unconventional,+ fresh,+ powerful,+ pushing+ boundaries+ forward,+ and+ breaking+ with+
traditions.+ These+ hypotheses+ are+ radical,+ polarising,+ challenging+ and+ have+ not+ be+
immediately+applicable.+They+make+a+jump+into+the+future+of+about+five+to+ten+years+from+
now.+ They+ are+ inspiring+ and+ interesting+ and+ hold+ the+ powerful+ and+ convincing+message+
that+this+design+dream+could+become+reality+and+will+be+at+the+heart+of+the+future+of+this+
company+and+or+the+brand.+
+
This!looks!like!a!solid!statement!about!what!designers!want!and!what!they!are!capable!off.!It!
is!broad!enough!to!have!the!powerful!combination!of!specific!characteristics!as!well!as!the!
legitimation!for!the!new!category!term+projecta.2Hopefully!others!will!follow!this!idea.!!!
A!projecta! is!a!way! to!demonstrate! to!others!what! the!qualities!are!of!a!design!group,!an!
individual! designer!or! a! brand.! It! differs! from!a!normal! design!project! that! is! has!no!hard!
short!term!commercial!deadlines!and!targets.!A!common!characteristic!is!that!both!types!of!
design! projects! are! able! to! demonstrate! the! qualities! and! ambitions! of! the! designers.!
Important! to!note! is! that!projecta's!only! should!be!applied!when!the!design!assignment! is!
challenging! and! provoking.! It! is! not! intended! for! incremental! change,! but! for! real! radical!
change.! Testing! a! new! colour! scheme! on! a! projecta! is! a! waste! of! money! and! energy.!
Discontinuity!with!the!present!system!should!be!the!norm.!Projecta’s!play!an!important!role!
in!getting!acceptance!for!an!innovation.!Showing!the!radical!looking!projecta!to!the!targeted!
audience! years! ahead! is! helping! to! get! the! more! mundane! production! model! of! this!
innovation!in!later!years!accepted!more!easily.!
!
An!interesting!aspect!pops!up:!because!concept!cars,!excuse!me,!projecta's!look!very!realistic!
they!sometimes!confuse!principals!and!managers.!Confusing!because!it!will!still!take!two!to!
three!years,!at!least!in!the!automotive!world,!before!this!very!realistic!looking!thing!can!be!
produced! and! put! onto! the!market.! In! the! automotive! domain!most!managers! know! and!
accept! this! time! delay,! but! in! other! domains! where! projecta's! are! a! new! phenomenon!
managers!and!other! relevant!parties!have! to! learn! that!a!projecta! is!not!a!pre)production!
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model!ready!to!go!on!sales!next!week.!No,!it!is!intended!to!show!a!radical!new!future!option,!
waiting!only!to!be!realised!over!some!time.!!
This!misleading!aspect!of!a!quasi!complete!product!also!plays!a!role!when!designers!show!
their!earlier!sketches!or!drawings!to!others.!As!soon!as!the!fidelity!is!too!high!(the!drawing!is!
too!realistic)!people!think!the!design!is!almost!finished;!which!is!usually!not!true.!To!find!the!
right!fidelity!of!the!boundary!spanning!objects!in!new!product!development!to!get!the!right!
type!of!response!is!an!intriguing!subject!for!future!research.!A!first!glimpse!on!results!will!be!
shown!in!a!next!publication!(Stompff,!2012).!
Conclusion+
As! in! this!paper! is!described!design!demonstration!projects!are! common!practice! in!many!
different! fields! of! design,! engineering! and! architecture.! Nevertheless! they! are! never!
considered!to!be!of!one!kind!of!a!family.!Their!joint!characteristics!legitimate!a!new!overall!
name!for!this!category!of!design!projects!(including!concept!cars).!I!propose!to!use!the!term!!
projecta! for! this! kind! of! design! projects.! According! to! good! academic! tradition! I! want! to!
honour!!my!former!student!Lindy!Hensen!by!giving!her!the!credits!to!have!come!up!with!this!
nice!new!name.!!
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Summary+
As! is! commonly! known! the! bond! between! the! wealthy! powerful! elite! and! artists! is!
having!long!lasting!roots.!Although!it!seems!to!be!a!very!old!phenomenon!it!is!still!rather!
actual.!Once! aware!of! it! an! unavoidable! observation! seems! to! be:! entrepreneurs! love!
art.!But!why?!!
!
Based!on!several!real!time!experiments!we!can!also!observe!the!process!working!from!
the! other! end.! Organisations! successfully! employ! arts! and! artist! in! their! innovation!
processes.!But!how?!
!
In! this! paper! the! issue! of! cooperation! between! artists! and! organisations! will! first! be!
covered.!This!will!raise!some!fundamental!questions!on!the!function!of!art!for!business.!
To! broaden! the! topic! some! results! of! a! study! of! motives! for! art! appreciation! of!
innovative! entrepreneurs! will! be! presented.! This! study! led! to! a! new! reason! why!
entrepreneurs!appreciate!art!and!how!they!use!it:!art!gives!them!energy.!
!
The! authors! end! with! some! fundamental! questions! on! the! relation! between! art! and!
business:!
• What!if!Beauty!is!(provoking)!a!form!of!energy!?!
• What!if!Art!is!a!way!to!step!on!the!"line"!between!Knowing!and!Not!Knowing?!and!
what!should!we!do!to!get!some!scientific!rigidity!in!covering!the!question!
• In!what!ways!can!we!organize!Bussiness!meeting!Art?!
Introduction+
Organisatons! are! facing! complex! change! issues! that! require! authenticity,! creativity,!
sustainability!and!(social)!innovation.!Artists!can!contribute!as!they!are!very!sensitive!of!and!
major! commentators! on! what’s! happening! in! the! world.! Creative! as! they! are,! they! can!
visualise!their!vision!of!the!future,!show!different!perspectives!and!new!directions.!!
!
Managers! realize! that! in! the! knowledge! economy! we! live! in,! creativity,! originality! and!
authenticity! are! important! elements! in! all! of! their! business! processes,! and! are! crucial! for!
sustained!competitiveness.!Arthur!Simonetti,!Marketing!Director!DSM:!!
“These!days!a!company!has!to!work!in!a!satiated!world.!We!have!hundreds!of!solutions!for!
every!problem!in!the!Western!world.!Of!course,!as!a!company,!you!want!your!product!to!be!
the!one!selected!but!that!requires!more!and!more!inventiveness.!We!have!to!be!conspicuous,!
seek!out!new!frontiers,!and!do!things!differently!than!we!did!in!the!past.!That!is!where!artists!
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can! help.! Not! because! they! are! necessarily!more! creative! than!we! are.! There! are! a! lot! of!
creative!and!talented!people!working!in!a!large!company!like!DSM;!you!do!not!need!to!recruit!
them!from!outside.!However,!it!can!be!difficult!to!tap!into!this!creativity.!The!special!quality!
possessed!by!artists!is!that!they!have!a!different!outlook!than!we!do.!After!all!business!only!
has!one!intrinsic!motive:!making!money.!Artists!do!not!think!this!is!so!important.!Passion!and!
beauty!move! them.! It! is! their! very!nature! to!be! curious!and! inquisitive.! So!are!we,!but!we!
have! been! trained! to! think! analytically,! they! work! using! an! association! of! ideas! and!
emotions.! Precisely! because! they!are!different! from!us!our! interaction!with! them!awakens!
our! interest! in!all! kinds!of! things.!Their! very!presence! is!disarming!and!charming!providing!
the!new!impulses!we!need.”!!(Huisjes!2009)!!
!
Business! in! the! 20th! century! has! focused! on! analytical! skills,! on! increasing! necessary!
knowledge!and!skills!for!technological,!functional!improvements.!To!find!the!right!answers.!
Business! in! the!21st! century!needs! to! focus!on!continuous! innovation,!on! the!capability!of!
each! and! every! employee! to! put! oneself! in! another! position,! to! influence! and! to! inspire!
others.!To!pose!the!right!questions.!In!this!situation!it!seems!logical!that!organisations!seek!
cooperation!with!artists!and!creative!professionals.!They!might!be!able!to!help!organisations!
to!break!out!of!fixed!patterns,!to!explore!new!directions,!and!tap!new!sources!of!creativity.!
Bringing!together!artists!and!business!people!produces!disturbing!and!surprising!encounters!
leading!to!new!perspectives!for!both!parties.!Linda!Naiman,!CEO!CreativityAtWork:!!
The!worlds! of! the! arts! and! business! are! formulating! a! new! relationship,! distinct! from! the!
traditional!models!of!entertainment!or!sponsorship.!As!Miha!Pogacnik,!a!concert!violinist!and!
cultural!ambassador!to!Slovenia,!argues:!“The!world!of!arts!must!be!rescued!out!of!the!prison!
of! entertainment! and! the! world! of! business! must! be! led! out! of! the! desert! of! dullness! of!
meaning!”!In!this!new!relationship,!art!is!a!role!model!for!business,!since!all!great!art!pushes!
boundaries!beyond!the!established!norms.!Thus,!it!can!teach!us!about!aesthetics,!ambiguity,!
diversity,!chaos,!change,!courage,!and!complexity.”!!(VanGundy!and!Naiman!2003)!!
!
Over!the!past,!a!wide!range!of!arts)based!interventions!have!been!developed.!We!will!give!
some! cases! of! arts)based! interventions! in! a!wide! range! of! industries! such! as! engineering,!
chemical!and!banking!as!well!as!a!case!in!a!law!firm.!
Case+Engineers:+ReUenergizing+
Tauw,!a!Dutch!engineering!consultancy!brought!together!six!site!exploration!engineers!with!
six!artists!from!different!disicplines,!painting,!sculpture,!soundscaping,!mixed!media.!The!six!
engineers!also!came!from!different!fields!of!expertise:!waste!matter,!water,!soil,!civil!works,!
environmental!planning!and!legal!affairs,!and!were!coupled!with!artists!who!felt!an!affinity!
with!their!partner’s!working!field.!The!six!duos!were!sent!out!into!the!industrial!area!under!
development,!to!gain!inspiration!from!this!harbor!area,!and!to!develop!a!work!of!art!proper!
to!the!area!in!three!months’!time.!The!objective!was!not!so!much!the!work!of!art!itself,!as!
getting!the!creative!juices!flowing!among!the!employees.!This!would!make!it!easier!for!them!
to! deviate! from! the! beaten! track,! and! to! come! up! with! truly! new! ideas! for! the! re)
development! of! the! area.! A! few! years! ago,! a! choice!would! definitely! have! been!made! to!
follow! a! course,! however,! the! consultancy! now! recognized! the! added! value! of! a! direct!
confrontation!and!collaboration!with!artists.!(Blok!2008,!Kunstenaarinbedrijf!2006).!
!
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Case+Chemical+Industry:+Product+launch+room+
The!multinational!DSM!wanted!to!improve!their!product!launch!process.!Four!artists,!dancer!
Erik! van!Duijvenbode,! graphic! artist!Nienke! Jansen,!multimedia! artist!Michiel! Koelink,! and!
writer!Moniek!Spaans!helped!DSM!develop!a!product! launch!
room:! a! room! where! temporary! teams! with! production!
managers,! technologists,! marketing! people,! controllers! and!
people! involved! in! logistics! and! communications! could!
withdraw! for! a! couple! of! weeks! to! draw! up! a! plan! for! the!
launch!of!a!new!product.!The!former!library!was!turned!into!a!
creative! space,! comprising!of! various! ‘spheres’,! all!with! their!
own! atmosphere! and! duties.! Thus,! there! is! a! brainstorming!
room,!a!games!area,!a!cutting!and!pasting!area,!a!presentation!
area,! a! silence! room! and! a! real! small! garden.! There! is! an!
electrifying!atmosphere!because!the!rooms!and!areas!contain!
not! only! modern! design! furniture! but! also! old! leather!
armchairs!that!belonged!to!the!management,!reliquaries!from!
the! company’s! history! and! an! antique! twisting! stairway!
leading! up! to! a! virtual! sky.! The! space! is! frequently! used.!
Whether!or!not!the!team!leaders!can!make!better!decisions!is!difficult!to!say,!but!it!is!done!
more!quickly! than!when! they!met! in!various! little!conference! rooms.!DSM! liked! the! result!
that!much!that!they!asked!the!artists!to!develop!a!similar!room!at!a!different!location,!the!
Open! Launch! Platform.! A! multi)functional,! dynamic! room! with! optimal! facilities! for!
brainstorm! sessions! and! presentations,! with! ample! space! for! reflection! and! finding! new!
inspiration.!(Kunstenaars&CO!2008)!!
!
Case+Law+Firm:+Disrupting+encounters+of+the+art+kind+
Kennedy! van! der! Laan,! a! Dutch! law! firm! thought! its! considerable! art!
collection!so!inspiring!and!such!an!autonomous!part!of! its!office!culture,!
that! they! wanted! to! take! it! further.! Therefore,! they! now! often!
commission!work! from!artists,!who!are!given!complete! freedom! in! their!
artistic! decisions.! Disruption! in! order! to! stay! alert,! that! is! the! idea!
involved.!Thus!sound!artist!Nathalie!Bruys!has!carried!out!two!projects!for!
the!company.!The!first!was!Silence!At!Work,!a!number!of!performances,!
campaigns! and! installations! specifically! devised! for! this! location.! Part! of!
the! project! involved! a! campaign,! in! which! Bruys! set! up! all! the! plants!
contained! in! the! building! in! the! entrance! hall! to! form! a! gigantic! forest,!
entitled!For(A)rest.!!
!
She!also!set!up!an! installation!with!a!number!of! large!birds!of!prey!(Not!
guilty,!Nature!never!goes!wrong),!in!which!the!lawyers!had!their!canteen!
lunch!disrupted!by!the!birds!flying!through!the!canteen.!On!the!occasion!
of! the! law! firm’s! 15th! anniversary,! she! created! Saved! by! the! Voices,! a!
festive!entity! in!which! the! ! lawyers’!voices!–! their! ‘instrument’!–!can!be!
heard! in!all! kinds!of!manners.! The! final!performance! included!a! ‘singing!
wreath’:!a!long!line!of!people,!hand!in!hand!in!front!of!the!entrance!to!the!
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building,!producing!a!tone!together.!In!contrast!to!Silence!at!Work,!in!which!the!hard!side!of!
the! law!profession!was! addressed,! this! project!was! about! joint! efforts! and! saving! people.!
(Vinken!&!Van!Kampen!2007)!!
Case+Bank:+Artists+challenging+bankers+
‘Trust! depicted’! was! a! project,! organised! by! Art)Partner! and! Cultuur)Ondernemen,! that!
started!with!artists!interviewing!bank!managers,!12!artists!speaking!with!50!opinion!leaders!
in! the! financial! sector,! such! as! executive! and! non)executive! managers,! ! consultants! and!
clients.!Topic:! ‘trust’!and!the!possible!role!of!artists! in!the!restoration!of!trust! lost!and!the!
bad!image!that!was!the!result!of!the!financial!crisis.!It!was!interesting!to!learn!that!the!artists!
were!met!with!great!openness,!and!they!noticed!that!everyone!they!spoke!with!were!really!
looking!for!answers!on!how!things!could!have!get!so!out!of!hand.!The!interviews!show!that!!
there!seemed!to!be!‘winner)takes)all’,!and!also!an!anxiety!culture.!It!was!very!difficult!to!put!
long! term! client’s! interests! above! short! term! profit.! This! created! a! culture! where! critical!
remarks!were!not!appreciated,!and!that!destroyed!mutual!trust.!In!the!interviews,!insecurity!
and!vulnerability!were!important!topics,!and!it!was!interesting!to!see!that!these!are!precisely!
aspects!that!artists!are!used!to!deal!with.!In!their!work,!they!are!deliberately!searching!for!it,!
as!this!helps!them!to!reach!deeper!levels!and!make!better!work.!While,!instead,!bankers!are!
going! overboard! to! ban! insecurity! and! vulnerability.! According! to! the! interviewees,! to!
change!the!macho,!winner)takes)all!mentality,!top!managers!have!to!stand!up!and!start!the!
change,!which!is!difficult!and!rather!scary,!and!so!they!thought!that!may!be!artists!could!help!
out.!And!so!this!project,!where!two!totally!different!worlds!met!and!talked!with!eachother!
did!shed!a!new!light!on!the!notion!‘trust’,!and!resulted!in!several!art&business!projects.!
!
To!give!two!examples:!Andreas!Vonder,!playwright,!wrote!‘!First!the!bonus,!then!the!moral!
principles’,! a! play! about! greed,! fear,! ambition! and! the! human! mechanisms! ! behind! the!
financial! crisis.! The! interesting!
thing! was:! he! developed! the!
storyline! and! the! scenes! in!
workshops! with! financial!
managers,!so!that!in!the!end,!60!
bankers! had! contributed! to! the!
play.! Most! of! them! were!
present! at! the! opening!
performance,! and! took! part! in!
the!discussion!afterwards.!And!Heidi!Linck,!fine!artist,!made!INSIGHT,!a!light!installation!for!
which! she! collected,! through! the! bankers! that! she!worked!with,!more! than! 80! photos! of!
windows!of!employees!and!their!clients,!and!the!views!that!they!have!out!of!these!windows.!
She!wanted!to!challenge!the!bankers:!how!does!your!client!view!the!world!out!of!his!home,!
his! personal! world,! so! totally! different! from! the! business! world,! from! the! bank! which! is!
mostly!looked!at!!from!a!computer!screen!and!described!in!numbers.!!
!
In!these!projects,!no!clear!cut!answers!were!given!by!the!artists!of!course,!but!it!did!give!the!
bankers!powerful!leads!to!search!for!new!answers!themselves.!As!one!of!them!stated:!‘I!can!
now!really!feel!and!appreciate!the!insecurity!and!vulnerability!of!my!clients!when!they!come!
to!me!to!invest!their!money’.!(KPP!Magazine!2010,!Bakker!2011)!
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Entrepreneurs+and+motives+
Looking!at!the!four!cases!presented!we!can!see!several!motives!for!using!arts!in!business!but!
there! seems! to! be! more.! Looking! at! the! connection! of! art! appreciation! and! innovative!
entrepreneurs! the! authors! have! been! fascinated! by! this! phenomenon! for! years.! As! is!
commonly! known! the!bond!between! the!wealthy!powerful! elite! and!artists! is! having! long!
lasting! roots.! For! example! the! word! meceanas! (in! Dutch! a! well! known! word! for! the!
benefactor!of!arts)!stems!form!the!Roman!knight!Gaius!Cilnius!Maecenas!(65!till!8!bC).!So!it!
is!a!very!old!phenomenon!but!still!rather!actual.!Once!aware!of!it,!it!seems!an!unavoidable!
observation:!innovative!entrepreneurs!love!art.!But!why?!
!
One!day!we!tried!to!falsify!the!obvious!relation!by!asking!one!of!the!entrepreneurs!we!were!
working! for!as!consultant.!At! first!glance! this!entrepreneur!could!be!considered!as!a! fairly!
tough! and! hardboiled! type! with! a! rather! direct! style! of! management,! to! put! it! mildly.!
Certainly!not!the!type!who!one!would!expect!to!have!a!connection!with!art!or!appreciation!
for!the!arts.!Much!to!our!surprise!he!answered!he!had!to!made!an!all!decisive!choice!after!
college:!to!go!to!Arts!School!to!follow!his!passion!for!painting!or!to!become!the!successor!in!
the!company!his!father!had!founded.!Since!his!father!was!seriously!ill!he!decided!for!the!last!
and!made!the!company!very!successful!in!both!innovative!and!financial!respect.!But!his!love!
for!art!was!still!there!“I!only!can!not!find!enough!time!to!paint!myself”!he!confessed.!
!
Quite!flabbergasted!by!this!we!decided!to!continue!our!research!on!the!how!and!what!of!the!
relation! between! business! and! arts! in! a! somewhat! more! systematic! way.! In! ! the! rather!
scarce! literature! on! the! subject! (Antal! 2009;! Buswick,! Craemer! and! Pinard! 2004;! Taylor,!
Hansen! and! Hansen! 2005;! Styre! &! Eriksson! 2007! )! several! possible! motives! for! the!
appreciation!of!art!are!given.!We!will!not!follow!Richard!Greene!(Greene!2004)!in!his!claim!
there!are!“64!Purposes!of!All!Arts”!but!cluster!the!motives!we!found!in!5!major!motives!:!
!
1. Investment!!
2. Borrowed!plumage!
3. Nice!forms!(in!Dutch!I!use!formies)!
4. Resemblance!of!the!process!
5. Pivot!(lookout?)!to!the!future!
!
With!the!use!of!these!motives!as!sensitizing!concepts,!a!rather!open!interview!protocol!was!
developed.! In! long! interviews! with! 10! CEO/owners! of! innovative! Dutch! companies! these!
concepts!were!explored.!The! interviews! lasted! from!1,5!hour! till!4!hours!and!were!held! in!
the!period!August!1995!till!April!1996.!The!transcriptions!of!the!interviews!are!the!basis!of!
further!detailed!analyses!leading!to!the!following!preliminary!results.!
!
The!motive! Investment!means! the! possession! of!works! of! art! as! a! good!way! of! investing!
one’s!money!and!with!the!purpose!of!making!profit!on!the!longer!term.!Two!CEO’s!gave!this!
motive!as!their!main!reason!of!their! interest! in!art!“Aah,! in!old!days! I!used!to!sell!knickers!
now!I!sell!Art”.!
!
To!strut! in!Borrowed!Plumage!! is!a!Dutch!expression!for!the!fact!to!be!near!someone!with!
success!others!will!find!you!successful!as!well.!In!our!case!will!the!beauty!and!prestige!of!a!
piece!of!art! reflect!on! the!perceived!beauty,!good!taste!and!prestige!of! the!owner!of! that!
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piece.!We!can!see!this!motive!partly!in!the!case!of!the!Law!Firm!and!with!3!of!the!CEO’s!in!
the!research!this!seemed!a!very!prominent!reason!behind!their!buying!of!art.!
!
Nice!forms!is!the!motive!of!a!!CEO!for!hiring!an!artist!in!to!better!shape!his!product!and!make!
it!thus!more!profitable.!Also!this!motive!we!can!see!partly!in!the!Law!Firm!case.!In!two!of!the!
companies!in!the!research!this!motive!was!a!dominant!factor!why!the!arts!were!used.!“Each!
year!we!ask!an!artist!to!make!a!piece!of!work!with!the!theme!Sleep!(the!company!is!a!pillow!
producer).! It! is!attractive!on!the!walls!of!our!offices!and!it!makes!a!nice!new!year’s!gift! for!
our!resellers.!They!really!appreciate!this!and!ask!every!year!for!it”.!!
!
Resemblance! of! the! process! reflects! the! resemblance! of! the! innovation! process! of! an!
entrepreneur!with!the!creative!process!of!an!artist.!This!motive!is!reflected!in!the!practice!at!
the!Engineering!case!and!the!Chemical!Industry!Case.!For!3!of!!the!interviewed!CEO´s!it!too!
was! an! important! motive! to! enlarge! their! thinking! with! the! world! of! artists.! The! before!
mentioned!hardboiled!CEO!did!put!it!like!this!“Whether!you!paint!or!model!your!company!it!
is!almost!the!same.!It!is!never!finished,!it!is!never!what!you!really!meant!it!to!be.!Sometimes!
it!goes!well!and!sometimes!you!are!drawn!back!for!years,!things!simply!did!not!work!and!you!
have!to!try!again!and!again!and!again!.”!
!
Finally! the! last!motive! “Pivot! (lookout)! to! the! future”.! In! this!motive! the!artist! is! someone!
who!is!working!on!the!border!of!what!is!and!what!will!be.!The!artist!gives!form!to!“Zeitgeist”!
(spirit! of! the! age)! and! is! supposed! to! be! years! ahead! of! other! more! average! people.!
Observing! (contemporary)! art! can! be! helpful! to! understand! “Zeitgeist”! and! by! doing! so!
providing!inspiration!for!the!companies’!translation!of!vision!into!form.!We!can!observe!this!
motive! in! some! form! in! the! Bank! case! and! only! one! of! our! CEO’s! pointed! out! this!was! a!
major!result!of!his!love!for!art.!“Every!time!I!visit!a!museum!my!notebook!is!filled!with!ideas.!
Last!time!in!Groningen!I!wrote!12!down”.!
!
So!we! can! conclude! the!motives!we! know! from! literature! indeed! can! be! observed! in! the!
cases!and!the!interviews!but!none!of!them!in!a!very!convincing!or!prominent!way.!!
However!in!the!interviews!a!sixth!motive!came!forward!that!was!important!for!almost!all!the!
interviewed!CEO’s!(9!out!of!10)!namely!“Arts!give!me!energy”.!For!many!the!arts!are!a!form!
or!a!source!of!energy!and!this!seems!the!major!motive!why!entrepreneurship!and!arts!join!
forces! and! lead! to! new! developments.! In! a! conversation! we! had! with! a! Pakistan! cricket!
coach! on! the! subject! of! this! state! of! energy! he! put! it! in! this! way! “We! have! the! same!
phenomenon! in!sports.!We!call! it!“being! in!the!zone”.!Energy! is!also!one!of! the!prominent!
topics! in! the!work! of! Antal! (2009)!when! she! discusses! the! reasons!why! individuals! in! her!
study!like!or!use!art.!
Discussion+
We! think! that! this! type! of! research! brings! us! to! the! topic! of! consciously! looking! for!
inspiration! in! a! consciously! created! state!of! astonishment.! The! state!of! astonishment! that!
occurs! when!we! are! actively! aware! of! what! we! know! and!what! we! do! not! know.! In! the!
words! of! ! Laozi! “To! know! you! don't! know! is! best”! (Henricks! 1989).! ! It! is! this! state! of!
astonishment!that!will!provide!both!the!employee!as!well!as!the!entrepreneur!the!ability!to!
! 161!
give! form! to! what! not! yet! is! there! (completely).! Art! can! bring! us! in! this! state! of!
astonishment.!Or!as!our!CEO’s!put!it!“an!almost!limitless!state!of!energy”.!
!
But! what! does! this! bring! us?! Is! this! useful?! We! do! think! so.! Consciously! nurturing! the!
relation!between!entrepreneurship,!companies!and!art!means!looking!for!times!and!places!
where!we!can!exploit!the!combination!of!arts!with!entrepreneurship.!
! ! ! ! ! ! ! ! ! !!!!!!!!!!!!!
The! cases! discussed! here,! provide! examples! in! which! artists! attack! issues! faced! by!
companies!and!public!organizations.! In!which!they!employ!their!artistic!talents!to!come!up!
with! other! solutions.! Tauw! wished! to! reinforce! the! innovative! capacity! of! its! employees.!
DSM! wanted! to! improve! conditions! for! developing! innovative! and! effective! marketing!
campaigns.! Kennedy! van! der! Laan! regards! the! project! with! artists! as! part! of! its! brand!
strategy.! ‘Trust!depicted’! addressed!a!major! issue! that! shocked!our! society! and!economy,!
but!which!was!difficult!to!talk!about.!These!examples!prove!that!the!input!of!artists! in,!for!
example,! product! development,! human! resource! management,! and! marketing! &!
communication!provides!an!added!value,!and!leads!to!an!innovative!approach!to!issues!and!
change!processes.!So!we!think!the!examples!show!it! is!possible!that!art!operates!between!
the!Knowing!and!Not!Knowing;!and!provokes!energy!for!change!and!innovation.!!
Implications+for+research++
However,! the! contact! between! artists! and! companies! is! not! at! all! obvious! and! further!
research!is!needed.!Based!on!our!research!so!far!we!see!at!least!three!major!research!topics:!
1. Need!for!review!and!operationalization!
2. What!separates!arts!from!other!energizing!interventions!
3. Not!all!arts!are!the!same!
Need+for+review+and+operationalisation+
Looking!at!the!literature!until!now!we!se!a!seemingly!repetition!of!arguments!and!hardly!any!
reference! to! earlier! work.! Although! Antal! (Antal! 2009)! starts! with! some! overview! of!
literature!but!she!is!missing!rather!important!work!too!(e.g.!Darso,!2004;!Schiuma!2011).!We!
seem!in!need!for!some!thorough!review!of!all!literature!to!provide!a!solid!starting!point!for!
further! scientific! research! in! the! field! of! the! relation! between! art! (appreciation,!
interventions)! and! business.! Since! the! topic! is! one! that! provokes! romantic! pondering! the!
need!for!scientific!rigidity!is!even!more!needed!and!we!should!try!to!find!good!instruments!
to! measure! what! we! hypothesize.! So! far! the! field! is! lacking! any! form! of! validated!
instruments!for!research.!
What+separates+arts+from+other+energizing+events+
One!of! the!basic!questions! in!our! research! is!Why!to!you!want! to!use!art/do!you! like!art?!
Why! not! simply! go! to! football! match! if! you! want! to! find! energy.! Although! one! can!
hypothesize!arts!is!a!deep!personal!experience!that!provokes!all!different!kind!of!responses!
from!one!and!the!same!stimulus!whereas!sports!are!far!more!one)dimensional!in!experience!
it!is!indeed!a!hypothesis.!To!find!academic!evidence!still!a!lot!of!work!has!to!be!done.!
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Not+all+arts+are+the+same+
In!our!work!we!treated!all!arts!and!all!art!interventions!alike.!This!“one!size!fits!all”!approach!
is!a!not!to!be!accepted!oversimplification!of!the!nature!of!art!and!the!use!of!arts!in!business!!
!
So!we!should!again!look!at!our!cases,!
in! how! they! contribute! to! this!
‘almost! limitless! state! of! energy’.! A!
starting! point! could! be! the! work! of!
Darsø! 2004! and! Schiuma! 2011! who!
both! developed! a! typology! for!
interventions:!Darsø’s!model!is!based!
on!the!notion!that!business!can!learn!
from! the! arts! (figure! 1),! and! states!
that! learning! can! be! invoked!
somewhere! on! the! axes! of!
“ambigiuous)well! defined”! and! ! “art!
as! role! model! –! art! in! action”.!
Schiuma! takes! a! more! organisational/managerial! approach! (figure! 2)! of! Arts)based!
Initiatives,! as! he! calls! them:! ways! for! managerial! deployment! of! the! arts! that! enables!
emotional! and!energetic!mechanisms! in! organisations.! Be! that! as! it!may! (and! it!would!be!
very!useful!to!make!a!more!thorough!comparison!of!these!and!other!models!that!have!been!
developed! or! are! currently! developing! in! this! emerging! field):! neither! of! them! have! an!
answer!to!the!inherent!problems!that!hinder!the!development!of!cooperation!between!arts!
and! business.! Namely! that! it! begins! with! the! fact! that! contact! between! artists! and!
companies!is!not!a!natural!one.!!!
!
!
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So! before!we! can! answer! the! obvious! question! “in!what!ways! can!we! organize! Bussiness!
meeting!Art?”!a! lot!of!work! still! has! to!be!done.!Our! research,! the! cases!we!describe!and!
initiatives!like!Artists!in!Residence!(Taylor,!Hansen!2005)!proof!to!us!that!there!is!more!to!it!
than!the!occasional!visit!to!the!museum,!cinema!or!concert!hall.!!
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Abstract+
Inclusive! innovation! holds! that! effective! management! includes! fundamental!
responsibilities!in!the!strategies!and!operations!of!a!firm.!Yet,!social!dynamic!processes!
play!a!key!role! in!how!responsible!behaviors,!and!consequently! inclusive! innovation,! is!
realized.! We! extend! the! social! dynamic! process! model! of! responsible! behavior! by!
deepening!its!four!constituent!social!processes!with!relevant!literatures.!First,!we!specify!
the! ‘weighing!values!and!norms’!process!by!applying! the!Triple!Theory!of!Parfit! to! the!
organizational! context.! Second,!we!expand! the! ‘addressing! responsibility’!process!with!
literature! on! behavioral! control! within! an! agency! perspective! and! make! a! link! with!
learning.! Third,! imagination! is! put! forward! as! the! underlying!mechanism! for! both! the!
‘analyzing! the! situation’! process! as! well! as! for! anticipating! and! learning! responsible!
behavior.!Fourth,!we!point!out!how!the! ‘taking!distance’!process! is!very! similar! to! the!
concept!of!mindfulness.!Based!on!our!review!of!the!related! literatures,!we!propose!an!
innovation! decision)making! model! that! explicitly! includes! responsible! behavior.! This!
model!we!call!the!inclusive!innovation!behavior!model.!Finally,!we!draw!implications!for!
inclusive!innovation!research!and!practice.!
!
Keywords:!inclusive!innovation,!responsible!behavior,!control,!imagination,!mindfulness,!
social!dynamic!processes!
Introduction+
Arguably!the!simplest!definition!of!innovation!is!the!achievement!of!culturally!defined!goals!
by! non)institutionalized! means! (Merton,! 1968).! As! such,! innovations! might! be! seen! as!
illegitimate! or! even! immoral! –! depending! on! their! impact.! Innovation! in! firms! therefore!
revolves! around! a! fine! balance! between! following! general! organizational! rules! for! ethical!
decision)making!and!providing!space!for!more!individual!and!contextualized!considerations.!
Nijhof,!Fisscher!and!Looise!(2000)! label!the!former!the!formal!approach,!while!the! latter! is!
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labeled!as!either!the!monological!or!dialogical!approach.!The!monological!approach!focuses!
on! enabling! and! encouraging! people! to! reflect! on! their! own! values,! while! the! dialogical!
approach! focuses! on! communication! to! determine! if! behavior! is! responsible.! These! three!
approaches! are! arguably! rooted! in! the! three! major! streams! in! moral! philosophy:!
consequentialism,!deontology,!and!contractualism!(Parfitt,!2011).!!
!
However,! Parfitt! argues! that! these! three!major! streams! are! not! in! conflict! and! ultimately!
lead!to!the!same!stance,!labeled!the!Triple!Theory,!which!is!that!“An!act!is!wrong!just!when!
such!acts!are!disallowed!by!some!principle! that! is!optimific,!uniquely!universally!willeable,!
and! not! reasonably! rejectable”! (2011:! 413).!When!we! limit! this! view! to! the! firm! context,!
behavior! is! irresponsible!when!it!threatens!a!firms’! long!term!profitability,!violates!a!firm’s!
rules!and!procedures!and!goes!against!shared!firm!values.!Thus,!behavior! that! for! instance!
breaks! firm! rules! and! procedures! –! but! not! the! other! two! principles! –! cannot! be! seen! as!
irresponsible!according!to!the!Triple!Theory.!One!might!argue!that,!based!on!this!position,!
for!example!bribing! could!be!considered! responsible!behavior.!Yet,! since!bribing!will!most!
probably!be!in!conflict!with!national!legal!regulation,!such!behavior!will!threaten!long)term!
profitability!–!and!perhaps!even!a!firm’s!existence!–!as! it! risks!severe! legal,!economic,!and!
moral!sanctions!when!such!behavior!comes!to!light.!!
!
Interestingly,! Nijhof,! Fisscher! and! Looise! (2002)! already! described! under! the! rubric! of!
‘inclusive! innovation’! how! effective! management! includes! fundamental! social!
responsibilities!in!a!firm’s!strategy!and!operations.!Hence,!emphasizing!the!relation!between!
the!deontological!and!consequentalist!streams!in!moral!philosophy.!However,!they!also!pose!
that!dialogue!should!be!the!basis!for!developing!a!code!of!conduct!and!thus!prelude!to!the!
combination! of! the! three! streams! in! the! Triple! Theory! of! Parfitt.! Yet,! additionally,! Nijhof,!
Fisscher!and!Looise!(2002)!also!bring!to!the!fore!that!intentions!stated!in!codes!of!conduct!
only!become!effective!when!they!are!reflected!in!actual!behaviors!in!firms.!Indeed,!research!
needs! to! go! beyond! the! development! of! tools! and! methods! for! incorporating! socially!
responsible!behavior!and!focus!on!how!to!improve!the!actual!implementation,!i.e.!uptake!in!
daily!practice,!of!such!tools!and!methods.!!
!
One!of!the!few,!if!not!the!only!study!in!this!domain!proposes!a!social!dynamic!process!model!
of!responsible!behavior! (Fisscher,!Nijhof!&!Steensma,!2003).!Four!key!processes!related!to!
acting!upon!a!sense!of!moral!responsibility!were!uncovered!from!moral!dilemma!narratives:!
‘weighing! values! and! norms,’! ‘taking! distance,’! ‘analyzing! the! situation,’! and! ‘addressing!
responsibility.’!According!to!the!model!these!four!processes!all!influence!how!one!deals!with!
responsibilities,! which! in! turn! leads! to! certain! effects.! These! effects! could! then! either! be!
anticipated!and/or!provide!a!basis!for! learning!from!the!situation!at!hand!(Fisscher,!Nijhof,!
Steensma,!2003;!Figure!1).!In!this!paper!we!aim!to!extend!this!social!dynamic!process!model!
of! responsible! behavior! by! refining! and! extending! the! original! four! key! processes! in! the!
social!dynamic!process!model!of!responsible!behavior.!We!do!this!by!extending!the!model!
with!the!concepts!of!control,!imagination,!and!mindfulness;!while!the!aforementioned!Triple!
Theory!for!firms!may!be!seen!as!a!general!principle!for!inclusive!innovation!behavior!in!the!
‘weighing!values!and!norms’!process!(see!Figure!1).!!
!
The!structure!of!the!paper!is!as!follows:!first!we!briefly!discuss!the!concept!of!agency,!based!
on!which!we!discuss!the!role!of!control!in!responsible!behavior!and!its!relation!with!the!
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‘addressing!responsibility’!process!and!learning.!Next,!we!introduce!the!concepts!of!
imagination!and!mindfulness!as!they!are!closely!related!to!the!‘analyzing!the!situation’!and!
‘taking!distance’!processes!respectively.!Finally,!we!refine!and!extend!the!social!dynamic!
process!model!of!responsible!behavior!with!the!aforementioned!concepts!and!Triple!Theory!
based!responsible!behavior!framework.!
!
!
!
!
Figure!1:!
Inclusive!innovation!judgment!and!decision)making!model!based!on!the!social!dynamic!process!
model!of!responsible!behavior!
!
Control+
The!exercise!of!control!–!be!it!by!managers,!employees!or!relevant!other!stakeholders!and!
over! oneself! or! others! –! is! fundamental! to! responsible! behavior! and! thus! inclusive!
innovation.!Without! control! over!others,! standards!of! behavior! cannot!be!enforced,!while!
control! over! oneself! is! fundamental! to! be! held! responsible.! Hence,! control! is! related! to!
agency! and! the! capacity! to! make! a! difference.! Therefore,! we! first! briefly! demarcate! the!
concept!of!agency,!then!elaborate!on!the!concept!of!control!–!particularly!behavior!control!–!
and! its! relation! with! the! ‘addressing! responsibility’! process.! Also,! we! make! the! relation!
between!control!and!learning!explicit.!
!
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What+is+agency?+
Agency!can!be!described!in!terms!of!selfhood,!motivation,!will,!purposiveness,!intentionality,!
choice,! initiative,! freedom,! or! creativity.! In! their! seminal! paper! on! agency,! Emirbayer! and!
Mische! (1998:! 963)! make! a! call! to! “reconceptualize! human! agency! as! a! temporary!
embedded!process!of!social!engagement,! informed!by!the!past!(in! its!habitual!aspect),!but!
also! oriented! toward! the! future! (as! a! capacity! to! imagine! alternative! possibilities)! and!
toward!the!present!(as!a!capacity!to!contextualize!past!habits!and!future!projects!within!the!
contingencies!of!the!moment).”!!
!
In!their!reconceptualization!of!human!agency!Emirbayer!and!Mische!(1998)!distinguish!three!
constitutive! elements:! the! iterational,! the! projective! and! the! practical)evaluative.! The!
iterational!element!is!characterized!by!the!selective!reactivation!of!past!patterns!of!thoughts!
and!action.!The!projective!element!is!characterized!by!the!imaginative!generation!of!possible!
future!trajectories!of!action.!And,!finally,!the!practical)evaluative!element!is!characterized!by!
the!practical!and!normative!judgments!among!alternative!possible!trajectories!of!action.!It!is!
exactly! this! practical)evaluative! element! where! one! deals! with! responsibility,! although!
behavior! will! also! be! orientated! on! the! future! –in! the! form! of! anticipated! effects–! and!
informed!by!the!past!–!in!the!form!of!learning!from!experience.!What!we!find!appealing!in!
the!reconceptualization!by!Emirbayer!and!Mische,!is!the!combination!of!the!past!and!future!
into!the!present.!Hence,!agency!is!directed!towards!a!concrete!envisioned!future!goal,!which!
is!more! than! just!a!want!or!an!undefined!motive.!Or! formulated!more!eloquently:!human!
intelligence! is! based!on! the! capacity! to! “read! future! results! in! present!on)goings”! (Dewey!
1981:!69).!!
Control+and+the+‘addressing+responsibility’+process+
One! can!only! attribute! responsibility! to! a! person,!when! there! is! agency,! i.e.! a! person! can!
choose!to!make!a!difference.!This!holds!that!for!one!to!be!responsible,!one!should!be!able!to!
control! the! situation! in! one! way! or! the! other.! Indeed,! control! is! a! central! concept! in!
responsible! behavior! (Fisscher,! Nijhof,! Steensma,! 2003).! There! is! a! substantial! body! of!
literature! on! how! people! experience! control! under! the! rubric! of! (perceived)! behavioral!
control!(Ajzen!1991).!!
!
Actual! behavioral! control! refers! to! the! extent! to! which! a! person! actually! has! the! skills,!
resources,!and!other!prerequisites!needed!to!perform!a!given!behavior.!Perceived!behavior!
control! then! refers! to! people's! perceptions! of! their! ability! to! perform! a! given! behavior.!
Perceived! behavior! control! was! mostly! built! on! perceived! self)efficacy! (Bandura! 1994).!
However,!recent!research!(see,!Ajzen!2002)!has!demonstrated!that!the!overarching!concept!
of! perceived! behavioral! control! is! comprised! of! two! components:! self)efficacy! and!
controllability.!Perceived!self)efficacy!refers!to!“beliefs!in!one’s!capabilities!to!organize!and!
execute! the! courses! of! action! required! to! produce! given! levels! of! attainments”! (Bandura!
1998:! 624).! This! perceived! ease! or! difficulty! of! performing! a! behavior! should! be!
distinguished!from!perceived!controllability:!“beliefs!about!the!extent!to!which!performing!
the!behavior!is!up!to!the!actor”!(Ajzen!2002:!672).!!
!
A!third!dimension!related!to!both!self)efficacy!and!controllability! is!the!concept!of! locus!of!
control!(Lefcourt!1966;!Rotter!1966,!1982).!A!person!has!an!external!locus!of!control!when!
he! or! she! believes! an! event! is! not! entirely! contingent! upon! his! or! her! action,! due! to,! for!
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instance,!luck,!chance,!fate,!powerful!others,!or!unpredictable!forces.!If!the!person!perceives!
that!the!event!is!contingent!upon!his!or!her!own!behavior,!he!or!she!has!a!belief!in!internal!
control.!Note!that!self)efficacy!expectations!do!not!necessarily!correspond!to!beliefs!about!
internal!control!factors!and!that!controllability!expectations!have!no!necessary!basis! in!the!
perceived!operation!of!external!factors.!Instead,!Ajzen!(2002)!suggests!that!self)efficacy!and!
controllability! may! both! reflect! beliefs! about! the! presence! of! both! internal! and! external!
factors.!For!example,!a!R&D!manager!may!believe!that!developing!a!new!product!results!in!
higher!R&D!performance! (internal! locus!of! control),!may!believe! that! s\he! can!decide,! i.e.!
has!the!authority,!to!develop!a!new!product!(high!controllability),!but!may!not!believe!s\he!is!
capable!to!develop!a!new!product!(low!self)efficacy).!!
!
These! three! constituent! elements! of! behavioral! control! may! help! in! unraveling! the!
complexity! of! business! situations! (Fisscher! et! al.,! 2003).! Since! facts,! impressions,! and!
interpretations!are!blended,!addressing!responsibility!very!much!depends!on!the!perception!
of! control.! Towards! the! future,! effects! of! addressing! responsibility! will! lead! to! learning,!
which!is!also!related!to!control.!
Control+and+learning+from+effects+
The!social!dynamic!process!model!of!responsible!innovation!poses!that,!based!on!the!effects!
of!behavior,!learning!will!take!place,!which!feeds!back!in!to!dealing!with!future!responsibility!
issues.!Interestingly,!control!also!has!a!substantial!role!in!the!learning!process,!as!we!know!
general! consensus! exists! in! adult! learning! theory! on! the! importance! of! learner! control!
(Illeris,!2004;!Kessels!&!Poell,!2004;!Knowles!et!al.,!2005).!Individuals!are!assumed!to!be!able!
to! make! their! own! choices,! weigh! their! options! and! make! responsible,! well)informed!
decisions! in! their! own! interest! (Kessels!&! Poell,! 2004).!Moreover,! learning! develops!most!
quickly!when!individuals!clearly!take!responsibility!for!their!own!learning!process.!!
!
Yet,! most! people! have! a! tendency! to! avoid! taking! responsibility! for! their! own! learning!
process,!especially!in!the!beginning.!It!is,!therefore,!crucial!that!the!firm,!when!dealing!with!
moral!dilemmas,!does!not!take!back!this!responsibility!by!enforcing!coercive!procedures!and!
guidelines! of! the! formal! approach,! but! instead! enables! employees! to! develop! from! a!
dependent! to!a! self)directed! learner! (Illeris,! 2004;!Knowles!et! al.,! 2005)!when! it! comes! to!
ethical!decision)making.!!
!
With! its! roots! in! adult! education,! self)directed! learning! has! a! history! of! learning! outside!
school! environments! (Loyens! et! al.,! 2008;!Merriam,! 2001).! Self)directed! learning!was! first!
defined!by!Tough!(1967)!as!widespread!and!systematic!learning!that!is!part!of!everyday!life!
and! does! not! depend! on! an! instructor! or! a! classroom.! His! study! of! this! type! of! learning!
provided!a!significant!boost!to!the!field!of!adult!education!(Merriam,!2001).!Also,!Knowles’!
main! assumption! in! describing! the! adult! learner! is! that! learners! become! increasingly! self)
directed! as! they! mature! (Knowles! et! al.,! 2005;! Merriam,! 2001).! He! defined! self)directed!
learning!as!“a!process!in!which!individuals!take!the!initiative,!with!or!without!the!help!from!
others,!in!diagnosing!their!learning!needs,!formulating!goals,!identifying!human!and!material!
resources,! choosing! and! implementing! appropriate! learning! strategies,! and! evaluating!
learning! outcomes”! (Knowles,! 1975).! Later! studies! add! that! self)directed! learning! entails!
having!both!the!willingness!to!engage!in!the!learning!activities,!as!well!as!the!ability!to!do!so!
(Loyens!et!al.,!2008).!Two!main!conclusions!can!be!drawn!from!the!relation!between!control!
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and! learning.! First,! taking! at! least! some! responsibility! is! crucial! for! learning! from! the!
situation! at! hand.! Second,! firms! that! desire! responsible! innovation! behavior,! need! to!
consider! thoroughly! in!which!way! they!encourage!their!employees! to!act! responsibly.!This!
holds,!that!simple!procedures!and!guidelines!do!not!instill!inclusive!innovation!behaviors.!
Imagination+
Whereas! control! is! essential! for! both! addressing! responsibility! and! actually! feeling!
responsible,! one!will! also! need! to! ‘analyze! the! situation.’!When! analyzing! the! situation! a!
number!of!questions!may!be!raised!(see,!Fisscher!et!al,!2003).!What!are!the!facts!and!what!
are!interpretations!and!suppositions?!What!motives!and!intentions!may!people!have?!What!
could! be! the! effect! of! an! action?! In! answering! such!questions! people! strongly! depend!on!
their!imagination.!Although!‘imagination’!is!often!used!in!everyday!language,!both!as!a!noun!
and!as!a!verb,!conceptual!clarity!appears!to!be!lacking.!Most!work!on!imagination,!or!mental!
simulation! as! it! is! also! called,! is! done! in! the! fields! of! philosophy! and! psychology.!Within!
philosophy,!Kant!(1781)!described!imagination!as!connecting!elements!by!forming!an!image.!
Nowadays,!the!work!on!imagination!in!philosophy!can!be!broadly!divided!in!two!groups.!One!
group!focuses!on!the!output!of!imagination!such!as!mental!images,!sensations!and!concepts!
or! the!mental! representation! of! a! thing! (Gendler,! 2011).! The! other! group! focuses! on! the!
process! of! imagination! by! describing! imagination! as! putting! together! previously! isolated!
items!by!finding!unsuspected!connections!(Mills,!1959).!!
Different+types+of+imagination+
We! aim! to! provide! a! rudimentary! typology! of! different! streams! of! imagination! and! draw!
implications!for! inclusive! innovation.!We!base!our!typology!on!the!comprehensive!work!of!
Tversky! and! Kahneman! (1974),! Gendler! (2011),! and! Markman,! Klein! and! Suhr! (2009).!
Although! their! different! categorizations! are,! at! least! not! in! all! cases,! easily!mapped! onto!
each! other,! we! did! derive! five! specific! forms! of! imagination.! These! five! are:! prospective!
thinking,!counterfactual!thinking,!perspective!taking,!motor!skills,!and!memory!(see!Table!1).!
! !
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+ Kahneman+&+Tversky+(1982)+
Gendler+(2011)+ Markman,+Klein+&+Suhr+
(2009)+
Prospective!
thinking!
Prediction!
The!role!of!imagination!
in!counterfactual!
reasoning,!and!in!
planning!for!the!future!
Simulating!and!
preparing!for!the!future!
Assessing!conditioned!
probabilities!
Assessing!the!probability!
of!a!specified!event!
Counterfactual!
thinking!
Counterfactual!
assessments! Counterfactual!thinking:!
simulating!the!past!
Assessments!of!causality!
Perspective!
taking! !
The!role!of!imagination!
in!enabling!empathy!and!
perspective!taking!
Perspective!taking:!
simulating!other!minds!
Alternatives!and!
alternate!selves!
Motor!skills! !
The!role!of!imagination!
in!the!mental!simulation!
of!action!and!behavior!
The!mental!simulation!
of!action!and!behavior!
Memory! !
The!relation!between!
imagination!and!
memory!
Mental!simulation!and!
memory!
!
Table!1:!
Different!types!of!imagination+
!
The! first! stream!of! research,! prospective! thinking,! deals!with! how! people! simulate! future!
events.! Kahneman! and! Tversky! (1982)! recognize! three! different! judgmental! activities! in!
which! mental! simulation! is! involved! to! imagine! the! future.! First,! prediction! is! about!
predicting! a! situation! or! events! in! general.! For! instance,! one! can! imagine! that! a! newly!
developed!product!will!be!a!big!success!in!the!market.!Second,!assessing!the!probability!of!a!
specified! event.! How! does! an! R&D!manager! assess! the! likelihood! of! having! sold! a! newly!
developed! product! a! thousand! times! in! the! coming! three! years?! The! difference!with! the!
previous!case!is!that!here!a!future!state!is!specified!and!the!R&D!manager!will!try!to!obtain!
some! measure! of! the! “ease”! with! which! this! future! state! can! be! reached,! within! the!
constraints! of! a! realistic! model! of! the! economic! situation! and! market! conditions.! Third,!
assessing!conditioned!probabilities.!An!R&D!manager!may!ask!himself:!“If!the!economy!goes!
down! into! a! double)dip,!what! are! the! likely! consequences! for!my!R&D!department?”! The!
difference!between!this!simulation!and!the!previous!simulation!is!that!it!starts!from!an!initial!
situation! and! first! this! situation! needs! to! be! reached! before! the! simulation! becomes!
relevant.!This!means!that!an!interesting!ambiguity!exists:!what!changes!should!be!made!in!
one’s!current!situation!before!the!simulation!can!become!relevant?!Are!there!only!a!few!and!
easy!changes!or!many!big!changes?!The!scale!and!scope!of!change!will!affects!its!probability.!
In!the!responsible!behavior!model,!prospective!thinking!is!related!to!how!people!anticipate!
effects!of!their!behavior.!
!
The!second!stream!of!research,!counterfactual!thinking,!deals!with!how!people!simulate!past!
events! and! their! consequences.! Kahneman! and! Tversky! (1982)! recognize! two! different!
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judgmental! activities! in! which! mental! simulation! is! used! to! imagine! the! past.! First,!
counterfactual!assessment.!What!would!have!happened!if!we!had!not!spend!so!much!money!
on! the! development! of! that! product! three! years! ago?! Counterfactual! simulations! can! be!
used!to!mentally!modify!a!past!event!and!simulate!what!would!have!happened!and!how!it!
would! affect! the! present! (Byrne,! 2008;! Roese,! 1997).! Second,!assessment! of! causality.! To!
mentally!test!whether!the!new!knowledge!management!system!caused!an!increase!in!new!
products! developed,!we!may! undo! the! new! knowledge!management! system! in! our!mind,!
and!observe!whether!the!increase!in!new!products!developed!still!occurs!in!the!simulation.!
Where!counterfactual!assessment!focuses!the!question!‘would!the!outcome!be!the!same!if!
something!else!had!happened?’,!the!assessment!of!causality!focuses!on!the!question!‘did!an!
event!actually!have!an!effect!on!the!outcome?’!Gendler!(2011)!and!Markman,!Klein!and!Suhr!
(2009)! also! recognize! the! possibility! of! simulating! past! and! future! events.! Gendler! (2011)!
does! not! distinguish! between! the! different! types! of! event! simulation! at! all,! whereas!
Markman,! Klein! and! Suhr! (2009)! only! distinguish! between! future! and! past! events.!
Counterfactual!thinking!is!important!in!learning!from!experienced!ethical!dilemmas!and!how!
behaving!differently!would!have!affected!the!outcome.!
!
Yet,!Gendler!(2011)!and!Markman,!Klein!and!Suhr!(2009)!do!recognize!two!other!streams!of!
imagination!research,!which!Kahneman!&!Tversky!(1982)!do!not!mention:!perspective!taking!
and!motor!simulation.!The!third!stream!focuses!on!the!possibility!to!imagine!other!people’s!
response!by!perspective!taking.!Perspective!taking!holds!that!one!puts!oneself!in!the!shoes!
of! someone! else! and,! as! a! process,! it! is! closely! related! to! empathy.! Designers! of! a! new!
product,! for! example,! could! imagine! how! customers! would! use! their! products! and! what!
specific!design!aspects!might!be!appealing!to!customers.!Perspective!taking! is!essential! for!
the!anticipation!of!other!people’s!responses!to!responsible!behavior.!
!
The!fourth!stream!of!research!focuses!on!the!possibility!to!imagine!action!and!behavior!by!
motor! simulation! and! mental! practice.! Although! this! may! be! a! less! important! stream! of!
imagination!research!for!innovation!management,!a!production!team!may!imagine!how!they!
can!work!more!efficiently!by!moving!around! less! in!a! factory.!With! regards! to! responsible!
behavior,! especially! imagining! the! impact! of! gestures! and! facial! expressions! will! strongly!
influence!how!behavior!is!interpreted.!If!what!one!is!saying!is!not!aligned!to!ones!physique,!
this!might!be!interpreted!as!insincere.!Hence,!this!type!of!imagination!moderates!the!effect!
of!(ir)responsible!behavior.!
!
The!fifth!stream!of!research!is!on!the!relation!between!imagination!and!memory.!A!memory!
is! the! mental! representation! of! a! past! event.! It! can! be! distinguished! from! the! mental!
representation! of! a! present! event,! which! is! called! a! perception,! and! the! mental!
representation!of!a! (possible)! future!event,!which! is! called!a! simulation! (Gilbert!&!Wilson,!
2007).! Each! time! a! memory! is! recalled,! the! memory! actually! gets! restored! again,! which!
might!lead!to!changes!in!the!memory!itself.!It!might!even!happen!that!some!simulations!are!
stored! as! ‘memories’! of! the! past,! although! the! event! in! reality! did! not! happen.! Also!
important!within! this! area! is! how!memory! is! used! to! imagine! the! future.! To! imagine! the!
future,!one!often!needs!to!draw!on!the!past.!When!a!brand!known!for!its!reliability!launches!
a! new! product,! an! individual! consumer! will! attribute! a! problem! to! for! instance! bad! luck!
while!a!less!reliable!brand!will!immediately!be!blamed!for!making!the!low!quality!products.!
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Also!this!type!of!imagination!is!related!to!learning!as!one!recalls!past!experiences!with!moral!
dilemmas.!
!
Imagination!can!be!a!process!and!output.! In! the!examples!provided,!we!demonstrate! that!
the!different!types!of!imagination!are!related!to!‘analyzing!the!situation,’!but!are!also!linked!
to! anticipating! future! events! (prospective! thinking! and! perspective! taking),! and! learning!
from!past!experience!(counterfactual!thinking!and!memory).!Additionally,!motor!simulation!
will!have!a!moderating!effect!on!the!interpretation!of!(ir)responsible!behavior.!
Mindfulness+
When! people! use! their! imagination! in! the! ‘analyze! the! situation’! process,! it! might! be!
beneficial! to! take! some! distance! from! the! situation! at! hand.! Distance! creates! room! for!
weighing! carefully! all! the! relevant! values,! facts,! and! viewpoints! (Fisscher! et! al.,! 2003).! A!
concept!that!is!very!similar!to!the!idea!of!‘taking!distance’!is!that!of!mindfulness.!Although!
research!on!mindfulness!in!the!management!field!remains!limited!(Dane,!2011),!the!concept!
of!mindfulness!has! received!moderate! attention! from! the! late! eighties!onward,!mostly! by!
the! work! of! Karl!Weick! and! associates! (e.g.,! Levinthal! &! Rerup! 2006;! Rerup! 2005;!Weick!
1987;!Weick!&!Putnam!2006;!Weick!&!Roberts!1993;!Weick!&!Sutcliffe!2001,!2006;!Weick!et!
al.!1999).!In!explaining!the!relevance!of!mindfulness,!Weick!points!to!Chia!(2005:!1092)!who!
describes!managing!as!“firstly!and!fundamentally!the!task!of!becoming!aware,!attending!to,!
sorting! out! and! prioritizing! an! inherently! messy,! fluxing,! chaotic! world! of! competing!
demands! that! are! placed! on! a! manager’s! attention.”! However,! the! use! of! the! term! is!
somewhat!ambiguous!as!at! least! two! streams!of!mindfulness!–!a!Western!and!an!Eastern!
view!–!can!be!distinguished!(Weick!&!Putnam!2006;!Weick!&!Sutcliffe!2006).!!
!
The!Western!view!is!represented!by,!for!instance,!Weber!and!Johnson!(2009)!who!state!that!
mindfulness! comes! into! play!when! awareness! is! combined!with! the! process! of! attention)
guided! encoding! and! evaluation! of! a! certain! situation.! Central! in! this! view! is! the!work! of!
Langer! (1989),! who! relates! mindfulness! to! having! implicit! awareness! of! context! and!
informational! content;! mindfulness! consists! of! active! differentiation! and! refinement! of!
existing! categories,! creation! of! new! categories,! and! a! nuanced! appreciation! for! context.!
Therefore,!Western!mindfulness!is!as!much!about!attention!as!it!is!about!encoding.!Levinthal!
and!Rerup!(2006)!draw!heavily!on!the!work!of!Langer.!The!consequence!of!such!processing!is!
that! concepts,! labels,! ideas! and! judgments! are! often! imposed,! often! automatically,! on!
everything! that! is! encountered.! For! example,! Frable,! Blackstone,! and! Scherbaum! (1990)!
found!that!people!with!a!non)visible! ‘deviation’!from!the!social!norm!(e.g.,!being!epileptic,!
an! abuse! victim,! wealthy,! gay)! were! more! mindful! in! interaction! when! they! wanted! to!
prevent! disclosure! of! this! ‘deviation,’! which! could! lead! to! stereotyping/stigmatizing.! Also,!
“Starbuck!(1993)!suggests!that!good!doctors!do!not!base!their!treatments!on!diagnosis.!They!
leave!diagnosis!out!of!the!chain!between!symptoms!and!treatment!because!it!discards!too!
much!information!and!injects!random!errors”!(Weick!1998:!550).!Hence,!the!Western!view!
of! mindfulness! has! the! risk! of! furnishing! superficial,! incomplete,! or! distorted! pictures! of!
reality!(Brown!et!al.!2007).!In!our!view!this!Western!notion!of!mindfulness!fits!more!closely!
with! the! ‘analyzing! the! situation’! process,! and! hence! we! turn! to! the! Eastern! view! for!
extending!the!‘taking!a!distance’!process.!
!
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The! Eastern! view! of!mindfulness! precedes! conceptualization.! “Mindfulness! is!moment)to)
moment! nonreactive,! nonjudgmental! awareness”! (Kabat)Zinn! 2002:! 69).! More! precisely,!
mindfulness!can!be!described!as!“purposely!placing!one’s!attention!in!the!present!in!a!non)
judgmental! way! while! limiting! evaluative! thought! processes”! (Stauffer! 2007).! Before,! we!
referred!to!Brown,!Ryan!and!Creswell’s!seminal!review!of!mindfulness!research,!who!define!
mindfulness! as! “receptive! attention! to! and! awareness! of! present! events! and! experience”!
(Brown!et!al.!2007:!212).!Here,!awareness!is!the!conscious!registration!of!stimuli!and!when!a!
stimulus! is! sufficiently! strong,! attention! is! engaged,!which! is!manifest! as! an! initial! ‘taking!
notice’! of,! or! ‘turning! toward’! the! object.! In! contrast! to! the! Western,! more! conceptual,!
model! of! processing,! an! Eastern!mindful!mode!of! processing! involves! a! receptive! state! of!
mind,!wherein! attention! is! kept! to! a! bare! registration! of! the! facts! observed.!Mindfulness!
“involves! the! capacity! to! be! aware! of! internal! and! external! events! and! occurrences! as!
phenomena,!rather!than!the!object!of!a!conceptually!constructed!world,![…]!consciousness!
takes! on! a! clarity! and! freshness! that! permits! more! flexible,! more! objectively! informed!
psychological!and!behavioral!responses”!(Brown!et!al.!2007:!212).!!
!
Mindfulness! is!however! !not! !to! !be! !mistaken! !with! !concentration.!Primarily,!mindfulness!
involves! a! voluntary! fluid! regulation! of! states! of! attention! and! awareness,! zeroing! in! on!
specific! details,! or! zooming! out! to! gain! a! larger! perspective! on!what! is! taking! place.! And!
finally,! mindfulness! is! present)oriented! which! actually! promotes! self)control! and! more!
effective!goal!attainment.!Eastern!mindfulness!is!not!antithetical!to!the!pursuit!of!goals,!but!
the! nature! of! that! pursuit! is! likely! to! be! selective.! Goal! pursuit! is! more! in! line! with! self)
endorsed,! intrinsic! goals! and! values,! and! a! perception! of! having! ‘enough,’! while! less!
entangled!with!wants! and! desires! (Brown! et! al.! 2007).! There! is! also! preliminary! evidence!
that!mindfulness!can!support!more!effective!goal!attainment!(Brown!&!Vansteenkiste!2006).!
These! findings! suggest! that! “behavior! is! guided! by! goal! standards! only! to! the! extent! that!
people!are!attentive!to!those!goals,!but!also!suggest!that!mindful!attention!to!one’s!day)to)
day! activities! may! facilitate! goal! attainment,! perhaps! by! enhancing! self)regulation! and!
integrated!goal!commitment”!(Brown!et!al.!2007:!224).!!A!consequence!of!the!Eastern!view!
is! that!“when!people!move!away!from!conceptuality!and!encoding,!outcomes!are!affected!
more! by! the! quality! than! the! quantity! of! attention”! (Weick! &! ! Sutcliffe! 2006:! 514).!
Mindfulness! is! fundamentally! a! quality! of! consciousness.! Moreover,! Weick! and! Putnam!
(2006:!281)!point!out!that!“stable!attention!by!itself,!and!not!attention!to!specifics!such!as!
failure,! simplification,! or! operations,! may! explain! considerable! variance! in! reliable!
performance.! If! that! is! plausible,! then! it! means! that! greater! awareness! of! how! attention!
functions!may!be!a!precondition!for!greater!alertness.”!!!
!
The! operation! of! Eastern! mindfulness! may! occur! through! the! creation! of! a! mental! gap!
between! the! stimulus)response! relations! that! shape! automatic! behavior.! Hence,!
“mindfulness!may! encourage! the! capacity! to! respond! in!ways! that! subserve! one’s! values,!
goals,!or!needs,!rather!than!to!react!in!terms!of!habits,!overlearned!responses,!or!reactions!
to!situational!cues.![…]!The!fact!that!more!mindful!persons!were!more!accurate!in!gambling!
tasks,! implies! that!mindfulness!may! function! to! inhibit!distraction! from! intrusive! thoughts,!
allowing! for! deeper! processing! of! relevant! stimuli! (i.e.,! greater! accuracy! and! less!
overconfidence)! and! greater! recognition! of! risk! (i.e.,! less! bet! acceptance)”! (Brown! et! al.!
2007:!223)224).!!!
!
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When! combining! the! notion! of! mindfulness! with! the! social! dynamic! process! model! of!
responsible!innovation!four!key!points!come!to!the!fore.!First!of!all,!key!elements!related!to!
mindfulness! –! awareness,! attention! and! prioritizing! –! are! central! to!managing! innovation.!
Second,! mindfulness! is! present)oriented! like! the! practical)evaluative! element! of! agency.!
Third,! the! orientation! on! the! present! in! the! form! of! Eastern! mindfulness! promotes! self)
control,!more!effective!goal!attainment,!and! integrated!goal! commitment.! Fourth,!Eastern!
mindfulness!helps!in!overcoming!habitual!responses!to!both!internal!wants!and!desires!and!
external! events.! Hence,! mindfulness! actually! supersedes! institutionalized! responses! and!
focuses!on!an!individual’s!values,!goals,!or!needs.!Mindfulness,!especially!the!Eastern!view,!is!
therefore!an!essential!factor!for!inclusive!innovation!behavior.!
Discussion+and+conclusion+
We! extended! the! social! dynamic! process!model! of! responsible! innovation! by! reviewing! a!
number! of! related! literatures.! Our! extension! leads! to! five! key! findings.! First,! control! is! a!
central!concept!in!responsibility.!It!will!be!difficult!to!‘address!responsibility’!when!perceived!
control! is! lacking.! Particularly,! three! different! types! of! control! come! into! play.! A! person’s!
locus! of! control! determines! if! one! believes! an! event! is! contingent! on! ones! behavior.!
Controllability! deals! with! having! the! authority! to! decide! over! a! certain! issue,! while! self)
efficacy!holds!that!one!believes!one!has!the!capability!to!actually!perform!a!given!behavior.!
Although! the! procedures! of! a! firm! affect! all! three! forms! of! control,! it! is! especially!
controllability! where! too! strict! procedures! may! hamper! situational! and! contextualized!
decision!making!on! innovation.!Moreover,!we! found! that!when!people!have!more! control!
over! a! situation,! they!will! learn! quicker! and! better.! Hence,! firms! should! be! very! keen! on!
providing! both! enabling! instead! of! coercive! guidelines! and! explicitly! training! innovation!
managers!in!dealing!with!moral!dilemmas.!
!
Second,! the! process! of! ‘analyzing! the! situation’! is! strongly! related! to! one’s! imagination.!
Prospective!thinking!is!essential!for!anticipating!consequences!of!behavior!and!taking!a!more!
inclusive! approach! to! innovation.! Not! only! the! technological! solution,! but! also! the! social!
impact!of!an! innovation!needs! to!be! ‘imagined.’!Also,! counterfactual! thinking! is! important!
for!one!to!learn!from!moral!dilemmas.!Only!by!considering!causal!relations!one!can!imagine!
how!to!behave!otherwise!in!future.!Obviously,!this!also!relates!to!the!concept!of!memory!as!
learning!builds!on!previous!experiences.!In!relation!to!other!people!involved,!imagination!is!
also! needed! for! perspective! taking.! One! can! only! come! to! a! shared! view! on! inclusive!
innovation! by! imagining! other! people’s! reactions! and! by! empathizing! with! their! position.!
Physical! behavior! that! is! in! line!with! ones! dealing!with! a!moral! dilemma! is! important! for!
being! perceived! as! sincere.!Hence,!motor! simulation! is! of! importance! too!with! regards! to!
other!people’s!reaction.!
!
Third,!we!found!mindfulness!a!useful!construct!to!elaborate!on!the!‘taking!distance’!process.!
The!Western! view! on! mindfulness! helps! in! prioritizing! and! responding! to! situations.! Yet,!
especially! the!Eastern!view!could!be!very!helpful! in! taking!some!distance.!By!being! ‘in! the!
present’!habitual!responses!can!be!overcome!and!a!more!integrated!approach!can!be!taken!
to! include! moral! considerations! into! innovation! behavior.! By! being! mindful! one! can! stay!
closer!to!his!or!her!own!values,!goals!and!needs!and!respond!more!fitting!with!the!situation!
at!hand.!
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Fourth!and!final,!we!started!this!paper!by!proposing!the!Triple!Theory!of!Parfit!as!a!general!
guideline! for! inclusive! innovation! behavior! in! firms.! We! argued! that! the! Triple! Theory!
combines! formal,! monological! and! dialogical! approaches! to! ethical! decision! making! in!
organizations.!As!such,!the!application!of!the!Triple!Theory!to!firms!could!arguably!substitute!
the! ‘weighing!values!and!norms’!process.!Essentially,! this!holds!that! innovation!behavior! is!
only! wrong! when! it! threatens! a! firms’! long)term! profitability,! violates! a! firm’s! rules! and!
procedures,! and! goes! against! shared! firm! values.! By! following! this! general! guideline,!
innovation!managers! could! imagine! how! an! innovation!would! impact! the! firm! and! if! it! is!
aligned!with!a!firm’s!moral!principles.!
Practical+implications+
The!findings!of!this!study!have!a!number!of!implications!for!practice.!First,!we!elaborated!on!
the! role! of! behavioral! control! in! inclusive! innovation! behavior.! Responsible! behavior! can!
only!be!included!in!a!firm’s!innovation!strategies!and!policies,!when!people!feel!they!actually!
have! a! sense! of! control! over! the! situation.! This! sense! of! control! can! be! improved! by!
providing!supportive!guidelines!that!are!aligned!with!the! intricacies!of!day)to)day!practice.!
Also,!training!staff!in!dealing!with!moral!dilemmas!will!help!them!when!they!experience!such!
a! problem! in! practice.! Since! self)control! and! learning! have! a! mutually! beneficial! effect,!
offering!such!learning!opportunities!will!substantially!improve!responsible!behavior.!!
!
Second,!training!could!also!be!helpful!for!improving!the!use!of!imagination!and!mindfulness!
in! inclusive!innovation!behavior.! Improved!imagination!will! lead!to!increased!learning!from!
moral!dilemmas!one!has!experienced,!but!also!to!better!anticipation!of!future!consequences!
of!behavior!and!the!responses!of!relevant!others.!The!scope!of!such!training!could!both!help!
in! resolving! smaller! day)to)day! dilemmas! as! in! dealing! with! large! social! impact! type! of!
innovations.!Likewise,!mindfulness!training!might!help!in!overcoming!automated!responses!
and!acting!more!in!line!with!values.!For!example,!from!process!innovation!we!know!that!in!
practice!processes!might!substantially!differ!from!their!formal!design,!thus!when!a!design!is!
not! followed,! it! might! be! wise! to! take! some! distance! instead! of! blaming! this! on! worker!
resistance!and!engage!in!an!open!dialogue.!Perhaps!the!other!way!is!actually!more!efficient!
or!effective.!
!
Fourth,! applying! the! Triple! Theory! provides! a! more! pragmatic! approach! to! including!
responsible!behavior! in! practical! innovation!dilemmas.! Sometimes,! endangering! long)term!
profitability,! violating! procedures! or! going! against! firm! values! can! actually! be! the! most!
responsible!behavior.!The!Triple!Theory!could!be!used!as!a!general!basis!underlying!training!
and!dialogue!in!responsible!behavior!training.!Additionally,!the!Triple!Theory!can!be!used!to!
design! and! structure! responsible! behavior! guidelines,! which! acknowledge! the! contextual!
considerations!that!play!a!role!in!most!moral!dilemmas.!
Future+research+
The! proposed! extension! of! the! social! dynamic! process! model! of! responsible! behavior! is!
based! on! a! review! of! relevant! literatures.! Hence,! the! most! important! venue! for! future!
research! is! studying! whether! the! model! holds! water! in! real! life! cases! where! firms! are!
attempting!to!perform! inclusive! innovation.!Additionally,! field!studies!might!point!at!other!
factors!that!are!not!included!in!the!model!yet,!but!might!play!a!role!in!inclusive!innovation.!
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Especially,! how! the! different! processes! are! combined! in! the! spur! of! the! moment! is! a!
particularly!interesting!venue!to!explore!by!drawing!on!research!on!improvisation.!
!
Furthermore,!studying!how!effective!different!forms!of!training!are!on!inclusive!innovation!
behavior! by! means! of! a! field! experiments! could! prove! to! be! an! interesting! venue! for!
research.! For! example,! by! providing! a! group! of! innovation! managers! with! training! in!
mindfulness!or!imagination!and!research!if!this!group!performs!better!in!solving!innovation!
related! moral! dilemmas! than! an! untrained! control! group.! Likewise,! a! full)blown!
experimental! setting! could! be! executed! with! students.! Obviously,! people! involved! in!
innovation!management!could!be!surveyed!to!test!the!relations!between!the!concepts!in!the!
extended!model.! Nonetheless,!we!would! like! to! point! out! that! in! the! case! of! responsible!
behavior!surveys!might!lead!to!social!responsibility!bias.!!
!
Finally,!whether!Parfit’s!Triple!Theory!can!be!limited!to!specifically!the!firm!and!whether! it!
provides! in!most,! if! not! all,! cases! a! good! general! guideline,! needs! to! be! studied!more! in)
depth.! Although! it! would! go! beyond! the! scope! of! this! study,! reviewing! the! three! moral!
philosophy!streams!for!as!far!as!applied! in!studies!dealing!with!both! innovation!and!ethics!
would! be! worthwhile.!We! do! believe! that! in! this! study! we! demonstrated! how! the! Triple!
Theory! could! be! an! important! contribution! in! weighing! different! moral! considerations.!
However,!if!our!translation!of!the!three!elements!of!the!Triple!Theory!to!the!firm!context!fits!
well! could! be! discussed.! Additionally,! how! well! the! Triple! Theory! holds! for! responsible!
innovation!can!only!be!studied!by!applying!it!in!practice!as!for!moral!dilemmas!it!is!often!the!
exception!that!proves!the!rule.!
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On!many!occasions! the! author!of! this! review!had! the!pleasure! to!work!with!Olaf! Fisscher!
(hereafter:! O.F.).! A! couple! of! times! we! even! co)operate! intense! while! supporting! young!
scholars!on! their!way! to!academic!maturity,! finishing! their! !dissertational!work!of! science.!
Performing! of! course! in! the! European! continental! academic! tradition! we! worked!
complementary!as!(co))promotor!overlapping!our!fields!of!science!in!search!of!synergy.!For!a!
business! legal! studies!professor!working!with!O.F.! is! an!easy!walk! from! subject! to! subject!
because!he!has!a!certain!affinity!with!legal!reasoning!and!the!law.!Frequently!ethical!issues!
and!professional!matters!of!integrity!shine!through!legal!issues!and!debates.!More!than!once!
I!have!experienced!that!he!appreciates!that!generally!desired!results!were!pursued!by!legal!
means! although! he! tends! to! assess! these! means! as! second! best.! Individuals! and!
organisations!should!strive!after!these!results!not!because!legal!agencies!threaten!to!apply!
sanctions!but!preferably!because!some!inner! incentive!moves!them!to!do!so.!We!agree!so!
far.! But! when! it! comes! to! the! distinction! between! horizontal! supervision! and! vertical!
systems!of!surveillance!our!visions!tend!to!separate.!The!task!of!an!agency!is!to!keep!an!eye!
on! the! degree! of! compliance! of! business! organisations! with! rules! and! regulations.! The!
traditional! way! of! doing! this! is! to! issue! a! warning! first! and! then! after! a! while! revisit! the!
company! site! and! impose! sanctions! if! necessary.! Some! modernists! who! tend! to! rise! in!
number! characterise! this! traditional! vertical! approach!wrongly! old)fashioned! and! prefer! a!
so)called! “responsive”! approach! to! reach! results.! Their! method! of! supervision! is! coined!
horizontal,!their!approach!is!not!to!threaten!but!to!educate!legal!subjects!and!explain!why!
alternative! behavior! is! desirable.! I! have! a! shrewd! suspicion! that! O.F.! is! a! follower! of! this!
horizontal! fashion!whereas! I! resent! negotiations! on! (not)! applying! proper! sanctions! for! a!
number! of! reasons,! being! the!most! important! one! a! risk! of! unequal! treatment.!However,!
fortunately!professors!do!not!need!to!agree!on!everything!to!co)operate!effectively!and!with!
pleasure.!
!
Evaluating!all!kinds!of!legal!aspects!of!themata!O.F.!worked!on!during!his!academic!career,!at!
least!until!today,!a!useful!distinction!seems!to!me!that!between!the!well)known!normative!
characteristic! of! law! and! regulations! and! the! far! less! frequently! mentioned! instrumental!
function.! In!short,! the!normative!feature!of!rules!and!regulations! limits!the!margins!within!
business!management!operates.!Not!seldom!there!is!a!need!for!managerial! innovation!and!
creativity!to!have!enough!operational!room!for!manoeuvre.!A!striking!example!of!this!on!the!
level!of!strategic!business!policy!is!no!doubt!the!impact!of!antitrust! law!–!or!in!continental!
european! terms:! competition! law!–! on! erecting! strategic! alliances.! This! branch!of! the! law!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
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brings! about! a! lot! of! constraints! for! businesses.! This! is! quite! in! contrast! with! the! other!
aforementioned!instrumental!function!of! legal!concepts!within!the!law.!Unlike!parts!of!the!
law! aiming! to! push! human! beings! and! legal! persons! into! politically! and! perhaps! even!
societally! desired! directions,! instrumental! legal! concepts,! by! definition,! are! neutral! of!
nature.!For!instance,!an!agreement!in!the!legal!appearance!of!a!contract!is!an!instrument!to!
establish!operational!certainty,!something!management!can!be!sure!of.!And!a! legal!person!
can! be! a! building! block! to! form! a! whole! of! interdependent! business! organisations! in! an!
economic! group! like! a! public! limited! company! (plc).! That! a! mixed! legal! concept! like! for!
instance!employee!participation!shows!both!characteristics,!that!is!a!normative!compulsory!
co)determination!of!workers!and!an! instrumental! tool! to!build! commitment!of!employees!
with! the! mission! and! goals! of! their! employer,! detracts! nothing! from! the! value! of! both!
distinctive!legal!functional!features.!
!
Holding!an!academic!position!with!the!privilege!to!act!as!a!PhD!supervisor,!one!occasionally!
encounters!a!dissertation!of!which!one!would!have!liked!!being!the!supervisor!oneself.!I!am!
convinced!that!O.F.!as!much!as!my!self!envy!the!supervisors!of:!
T.E.+ Lambooy,+ Corporate+ Social+ Responsibility+ –+ legal+ and+ semiUlegal+ frameworks+
supporting+CSR,+Kluwer+Deventer,+The+Netherlands,+20101!
In! fact!we!would!have!been! the!perfect!professorial! couple! to! support! the!process!of! the!
writing! of! this! thesis! which! was! publicly! defended! on! 23! November! 2010! at! Leiden!
University,!The!Netherlands.!The!author2!and!her!two!supervisors,!professors!L.!Timmerman!
and! A.G.! Castermans,! deserve! to! be! congratulated! with! the! published! result! of! their!
academic!efforts.!This!book!approaches!CSR!broadly!and!looks!at!some!developments!in!this!
field!in!the!period!2000)2010.!Legal!interfaces!with!CSR!have!been!studied,!diverse!relevant!
legal! subjects! are! covered! and! combined!with! several! case! studies! in! this! impressive! and!
voluminous!book!of!almost!800!pages.3!
What!makes!CSR!for!many!scholars!such!a!fascinating!subject!to!research!is!that!it!does!not!
bother!about!the!dichotomy!private!versus!public! interest.!While!markets!are!the!place!to!
strive! for!private! results!and! the! task!of!governments! is! to! take!care!of! res!publica,!CSR! is!
concerned! with! something! cross)cutting:! private! enterprise! contributes! to! the! common!
good.!In!the!first!chapter!a!paragraph!title!reads:!“Defining!CSR”.!It!happens!to!circle!around!
the! subject! and! collects! descriptions! of! examples,! indications! and! rather! vague!
characterisations.!So!much!is!clear:!CSR!is!a!diffuse!concept!certainly!not!easy!to!get!to!grips!
with!! It! does! therefore!not! surprise! that! this!paragraph! concludes! to! take! the!well)known!
People)Planet)Profit! approach!of! the!Dutch!Social! Economic!Council4!as! a!basis! for! further!
research.!
More! or! less! intuitively! one! might! presume! an! interesting! connection! between! CSR! and!
corporate!governance!(corp.!gov.).5!Perhaps!on!second!thoughts!there!might!not!be!such!a!
connection.!CSR! is!about!policies,!corp.!gov.! is!about!powers!and!procedures.!Corp.!gov.! is!
format,!so!to!speak,!CSR!is!content.!Of!course,!the!question!who!has!the!corporate!authority!
to! decide! on! societal! responsibilities! is! very! relevant.! And! the! other! way! around,! the!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!ISBN!978)90)13)07672)1!(XXXI!+!774!pages)!
2!Tineke!Elisabeth!Lambooy!is!affiliated!with!the!University!of!Utrecht!and!Nyenrode!Business!University!
3!Summaries! in! the!Dutch,! Spanish,!Chinese,!Russian,!Arabic! language,! a!bibliography! (of! 70!pages!)! and!an! index!of! key!
words!are!included!
4!Dutch! short! reference:! SER.! The! relevant! report! dates! 15! December! 2000! and! has! the! beautiful! title! “De! Winst! van!
Waarden”!(The!Profit!of!Values)!
5!Lambooy,!Chapters!2!and!3!
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question!which!stakeholder!group! is!able! to!have!an! influence!on! the!corporate!agenda! is!
relevant! as!well.! But! these! considerations!do!not! credibly! establish! an! interconnection.! In!
the!book!under! review!here! corp.! gov.! is! but! one!of! six! (semi))legal! so)called! frameworks!
which!are!supposed!to!be!relevant!to!CSR.!Beside!in!full)fledged!legislation!–!so!to!say!hard!
law! –! corp.! gov.! rules! are! partly! incorporated! into! codes! of! conduct,! in! legal! circles! often!
referred!to!as!soft! law.!Some!corp.!gov.!codes!contain!some!rules!on!CSR!subjects.! In!such!
cases,! to!be!honest,! there! is!a! closer! relationship!between! the! two!phenomena.!One!step!
further!on!the!path!to!CSR!brings!us!private!international!rules!and!guidelines!with!societally!
desirable!content.!These!sort!of!soft!rules! lack!enforcement!by!competent!authorities.!The!
famous!comply)or)explain!technique!can!then!be!used!to!legalise!these!weak!rules,!to!draw!
them! carefully! but! slowly! into! the! legal! domain.! It! is! a! first! and! effective! step! because!
companies! need! to! publish! a! valid! reason! not! to! comply! and! therefore! are! forced! to! pay!
serious!attention!to!CSR!subjects.1!
A!basic!economic!model!is!supply!and!demand.!Let!the!market!work!is!an!alternative!model!
supporting!CSR.!Here!again!the!law!is!instrumental!in!the!sense!that!consumers!have!a!right!
to! know! what! is! in! the! product.! If! a! consumer! can! search! the! package! for! CSR)sensitive!
product! information,! consumer!good!markets! can!operate! in! favour!of! societally!desirable!
outcomes.2!REACH3!is!an! important! instrument! firmly!based! in!European! law!and!aimed!at!
the!protection!of!human!health!and!environmental!nature!from!chemical!substances!even!at!
nanoscale.!The!case!studies4!are!illustrative!supplements!to!the!first!part!of!this!book.!Most!
of!them!have!an!environmental!focus.!These!chapters!complete!this!book!that!comes!near!
to!a!catalog!of!legally!related!issues!of!CSR.!
!
Recently! the!Maastricht!University! Faculty!of! Law!has! founded! the! Institute! for!Corporate!
Law,! Governance! and! Innovation! Policies! (ICGI).! Even! a! new! research!magazine! has! been!
announced!and!two!extraordinary!professors!have!presented!their!inaugural!speech!on!the!
same! day:! 20! October! 2011.! The! professorial! holder! of! the! Chair! Corporate! Social!
Responsibility! and! Innovation! shows! the! struggle! with! a! number! of! components! to!
determine! the! specific! content! of! CSR.! In! his! lecture! entitled! In+ Pursuit+ of+ Corporate+
Sustainability+and+Responsibility!he!confessed!that!for!some!twenty!years!he!had!strongly!
believed!that!the!law!should!not!interfere!with!the!implementation!of!CSR.!But!sadder!and!
wiser!having!diagnosed!that!CSR!is!hardly!disseminating!the!business!community!his!plea!is!
now! for! a! stronger! regulatory! framework! to! support! CSR! implementation.5 !It! is! most!
certainly! not! a! coincidence! that! the! accompanying! professorial! lecture! is! in! search! for! a!
proper! legal! approach! under! the! pregnant! title! Corporate+ Responsibility,+ Beyond+
Voluntarism.6!Fruitful! insights! have! been! offered! beyond! the! dichotomy! voluntary! versus!
mandatory.!CSR,!according!to!a!former!Unilever!CEO!“in!its!core!nothing!more!than!decent!
business”7,!does!not!contain!one!single!norm!but!is!itself!a!container!of!principles!and!open!
norms!like!reasonableness!and!fairness.8!The!legal!reasoning!is!interesting!but!I!am!not!sure!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Lambooy,!Chapter!6!
2!Lambooy,!Chapter!8!
3!Registration,!Evaluation,!Authorisation!and!Restriction!of!Chemical!substances!
4!Lambooy,!Part!II,!Chapters!9)13!
5!Sybren!Christiaan!de!Hoo,!In!Pursuit!of!Corporate!Sustainability!and!Responsibility:!Past!Cracking!Perceptions!and!Creating!
Codes,!Inaugural!lecture,!Maastricht!20)10)2011,!pp!30,!59,!66!
6!Jan! Eijsbouts,! Corporate! Responsibility,! Beyond! Voluntarism! –! Regulatory! options! to! reinforce! the! licence! to! operate,!
Inaugural!lecture,!Maastricht!20)10)2011!
7!Eijsbouts,!p!10!
8!Eijsbouts,!pp!25)26!
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whether!the!plea!for!legal!pluralism!relative!to!CSR!gains!persuasive!force!while!intertwining!
it!with!Corporate!Governance.1!It!confuses!the!debate!which!focus!becomes!less!clear.!
To!sum!up:!there!is!a!lot!of!law!in!CSR,!normative!content!as!well!as!instrumental!support.!
CSR! is! a! perfect! case! to! show! that! business! ethics! and! societal! integrity! go! beyond! legal!
relevance! but! lawyers! can! extend! a! helping! hand! to! the! implementation! of! ethics! and!
integrity.!
!
The!Handbook+on+Law,+Innovation+and+Growth,+edited+by+Robert+E.+Litan+and+published+by+
Edward+ Elgar,+ 20112!fits! seamless! in! this! line! of! thinking.! This! book! contains! a! number! of!
interesting! connections!between! law!and! innovation.!Whether! instrumental! or! normative,!
bankruptcy!laws!are!believed!to!send!signals!to!entrepreneurs!producing!innovation!through!
competitiveness.!In!Europe,!and!therefore!in!The!Netherlands,!it!is!widely!believed!that!the!
U.S.A.!bankruptcy!laws!are!friendly!to!entrepreneurs!who!often!finance!their!enterprises!for!
a! large! part! with! personal! debt.! There! goes! ! a! saying! at! this! side! of! the! Atlantic! that!
Americans! dare! to! take! the! risk! of! going! bankrupt! while! in! our! EU! member! state! an!
entrepreneurial!failure!is!a!disgrace.!Therefore,!there!seems!to!be!a!movement!in!Europe!to!
make!bankruptcy!laws!more!debtor!friendly.!At!the!same!time!in!the!U.S.A.!there!is!growing!
consent! to! hold! people! more! responsible! for! paying! their! debts! and! a! creditor)friendly!
bankruptcy! law! is! recently! passed!! Presumably! the! truth! is! somewhere! in! between:!
entrepreneurs!should!be!responsible!business!persons!and!competitiveness!and!innovation!
should!not!be!financed!unilaterally!by!business!creditors.3!
Entrepreneurial! finance!adventures! is! a! coin!with! two! sides,!obviously.! So! is! another! legal!
connection!to!innovation:!non)compete!clauses!in!employment!law!contracts.!These!clauses!
hinder! worker’s! mobility! and! as! a! consequence! ! industrial! knowledge! how! to! use! new!
findings!for!the!development!of!product!innovation!stays!within!the!knowledge!developing!
organisation.! This! is! of! course! exactly! the! purpose! of! these! clauses.! An! advantage! at! the!
micro!organisational! level!turns!out!to!be!a!disadvantage!on!an!aggregate!level.! Innovative!
knowledge!is!not!widely!spread!in!industry.4!
!
To! lawyers! it! is! an! annoying! stereotype! to! suppose! over! and! over! again! that! the! active!
number! of! Intellectual! Property! Rights! (IPRs)! is! a! reliable! indicator! for! a! certain! level! of!
innovation! and! therefore! economic! progress.! Although! this! supposed! relationship! is! a!
widespread!belief,!it!certainly!is!not!true.!The!reason!why!is!simply!understood.!On!the!one!
hand!many!registered!IPRs!are!based!upon!innovations!of!years!ago!and!on!the!other!hand!
for!a! lot!of! innovations! the!procedure! for! the!official!attribution!of!an! IPR!has!never!been!
started.!That!is!because!of!the!great!disadvantage!of!every!patent!to!be!granted:!publicity.!
The!protected!knowledge!incorporated!in!the!registered!IPR!is!accessible!to!the!public!and!
the!curious!competitor.!The!disadvantage!of!public!knowledge!might!outweigh!the!exclusive!
right!of!legal!protection.!
Reasons!not!to!patent!a!recent!major!technology!innovation!have!been!researched!as!well.!
Most! frequent! reported! reason! in! this! survey!was! the! cost! of! obtaining! the! patent! to! be!
granted.!Among!other! interesting!reasons!mentioned!by!respondents!were!not!wanting!to!
!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1!Eijsbouts,!pp!41)42!
2!ISBN!978!1!84844!187!3!(vii!+!332!pages)!
3!Florian!Ederer!and!Gustavo!Manso,!Handbook,!Chapter!5,!“Incentives!for!innovation:!bankruptcy,!corporate!governance,!
and!compensation!systems”,!pp!90)111!at!pp!96)97!
4!Handbook,!Chapter!5,!p!106!
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disclose! innovative! information! and! the!opportunity! for! competitors! to! invent! around! the!
granted!patent!which!content!has!been!made!public.1!
Indeed,! empirical! analysis! is! most! welcome2!because! the! presumption! based! on! the! just!
mentioned!widespread!belief!is!rather!opaque.!It!appears!that!much!work!is!to!be!done!for!
instance!on!the!costs!of!the!IPR!system.!It!is!also!suggested!to!focus!more!on!IPRs!from!an!
antitrust! law! perspective! because! IPRs! can! constitute! monopoly! power.! Although! the!
granting!of!IPRs!results! in!a!more!comfortable!position!in!terms!of!being!less!vulnerable!to!
competitive!restraints,!on!the!other!hand!the!stronger!the!market!position!the!more!careful!
the!market!conduct!of!the!business!organisation!should!be!from!an!antitrust!perspective.!
!
Are! attorneys! little! more! than! necessary! evils! or! can! lawyers! be! valuable! members! of!
entrepreneurial!teams?3!Many!suggestions!have!been!offered!on!how!law!schools!could!play!
a! critical! role! in! the! creation! of! entrepreneurial! lawyers.! I! am! sure! that! the! idea! of!
interdisciplinary!courses! in!which! law!students!work! in! teams!with!students! from!business!
studies!is!appreciated!by!O.F.!as!well!as!it!is!by!me.!But!having!an!affiliation!with!a!business!
school! –! to! be! precise:! the! School! of! Management! and! Governance! of! the! University! of!
Twente,!The!Netherlands!–!the!best!we!can!do!is!paying!attention!to!the!binary!role!of!the!
law!regarding!the!management!of!business!organisations:!the!normative!significance!of!rules!
and! regulations! and! the! operational! benefit! of! supportive! legal! instruments! as! well.!
Assessing! the! legal! performance! of! management! is! about! judging! both! the! level! of!
compliance!to!rules!and!regulations!and!the!proper!use!of!legal!instruments!by!management!
to!support!the!mission!of!the!company.!A!great!help!to!develop!a!comprehensive!managerial!
approach!to!business!legal!affairs!is!attractively!presented!in!the!following!book.!
!
George+ Siedel+ and+ Helena+ Haapio,+ Proactive+ Law+ for+ Managers+ –+ A+ Hidden+ Source+ of+
Competitive+Advantage,+Gower+Publishing,+Farnham+England+and+Burlington+USA+20114!
The! central! theme! of! this! book! is! that! the! conventional! way! to! handle! legal! affairs! is! a!
reactive!one!that!is!seldom!conceived!an!incentive!for!prevention.!Legal!problems!are,!so!it!
seems,! incidents! of! bad! luck.! They! just! happen! and! can! not! be! predicted.! The! idea! of!
proactive! law5!is!mainly! that! learning! from! the! occurrence! of! legal! problems! can! produce!
competitive!advantage.!It!certainly!helps!that!managers!understand!the!law!and!know!how!
to!handle! legal!problems.!But! it! is!not!enough!in!terms!of!proactive! law.!The!management!
can! gain! competitive! advantage! if! a! legal! incident! is! used! as! an! opportunity! to! develop!
strategies!to!prevent!the!ever)recurring!of!those!problems.!For! instance,!a!product! liability!
case!is!a!perfect!chance!to!investigate!how!the!defect!in!the!product!that!caused!the!damage!
could! become! part! of! that! product.! Such! an! investigation! can! result! in! a! renewed! and!
improved! design! and,! therefore,! the! marketing! of! a! safer! product.! Proactively! exploiting!
legal! problems! results! in! competitive! advantage! and!prevents! further! problems.!A! related!
slogan!reads:!“reframe!legal!concerns!and!develop!new!business!opportunities”.!
In! the! concluding! chapter! the!authors!make!plausible! that!ethics,! law!and!profits! form!an!
interrelated! triangle.!Based!on!earlier! research!by!others! the!book!shows!how!astonishing!
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232!
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4!ISBN!978!1!4094!0100!1!(xix!+!172!pages)!
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simple!some!business!decisions!can!be.!Provided,!of!course,!they!have!been!well!prepared!
and!documented.!Illegal!actions!should!not!be!taken.!Furthermore,!it!is!easy!to!decide!not!to!
take!action!if!it!brings!no!profit!and!is!unethical!and!on!the!other!hand!to!go!for!actions!that!
are!ethical!and!profitable.!Hopefully,!the!management!is!strong!enough!to!cancel!profitable!
actions! if!ethical! requirements!are!not! fulfilled.!Should!a!proposal! for!action!meets!ethical!
standards!but!brings!no!profit,! it!does!businesswise!make!no! sense!unless! it! is!decided! to!
proceed!for!reasons!of!corporate!social!responsibility.!
This!does!not!imply!that!CSR!always!goes!without!profit.!It!is!common!knowledge!that!things!
need!not!yield!a!profit!per!se!to!benefit!the!business!in!the!end.!
!
